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EXECUTIVE SUMMARY 

On September 30, 2006, International Youth Foundation (IYF) received a 4-year Cooperative 
Agreement worth $5.09 million from U.S. Department of Labor (USDOL) to implement an 
Education Initiative (EI) project in Peru, aimed at withdrawing and preventing children from 
exploitive child labor by expanding access to and improving the quality of basic education and 
supporting the five goals of the USDOL project as outlined above. IYF was awarded the project 
through a competitive bid process. 

As stipulated in the Cooperative Agreement, the project targeted 5,250 children ages 11 to 
17 years for withdrawal and 5,250 children for prevention from exploitive child labor. The 
project provides educational programs to enable progress towards completion of secondary 
school or vocational certification, and focuses on informal urban work in Callao, Iquitos, Lima, 
and Trujillo including sectors such as street and market vending, micro-drug trafficking, and 
commercial sexual exploitation of children. IYF subcontracted three organizations in Peru to 
help attain project goals: Centro de Información y Educación para la Prevención del Abuso de 
Drogas (Center for Information and Education for the Prevention of Drug Abuse [CEDRO]), 
Capital Humano Social Alternativo (Human and Social Capital-Alternative [CHSA]), and 
Fe y Alegría (Fe y A). 

The project confronts a challenging national context. Poor children in Peru often face difficult 
odds. Though the Peruvian economy has shown some encouraging signs of growth, gains in 
GDP have not always translated into gains in equity. A recent World Bank study (2010) 
developed an index of “human opportunities” for children in the region; that is the measure of 
the access that children have to basic services like education, water, and basic health services. 
Peru compares very unfavorably with most of its neighbors, occupying 15th place out of 
19 countries. Out of the countries studied, only El Salvador, Guatemala, Honduras, and 
Nicaragua have lower rates of access to basic services. 

In Peru, children perform various kinds of labor in the informal sector. For example, many 
children work as street vendors and street performers, beggars, bus assistants, shoe shiners, 
artisans, car washers, or scavengers in garbage dumps. A disproportionate number of girls also 
work in domestic service in third-party homes, and are vulnerable to physical and sexual abuse. 
Some children, especially girls from the poorest areas of the country, are victims of trafficking 
for commercial sexual exploitation, forced labor and domestic service.1

The Peruvian government has ratified International Labour Organization (ILO) Conventions 182 
and 138, and is an ILO-IPEC (International Labour Organization—International Programme for 
the Elimination of Child Labour) participating country. The law sets the minimum age for 
employment at 14 years, but includes higher minimum age provisions for children in certain 
industries, such as agriculture, mining, and fishing. Children under age 18 who are working are 
required to register their work with labor authorities and must be issued a permit from the 
Ministry of Labor (MOL), although such requirements mean little to the large number of workers 
and employers in the informal sector. Nevertheless, there are restrictions on the number of hours 

 

                                                 
1 USDOL, “2008 Findings on the Worst Forms of Child Labor,” Peru Country Report, p. 302. 
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per day and per week that children can work; the law also prohibits work at night for children. 
The Government of Peru has published a list of hazardous work activities from which minors are 
prohibited, including selling alcohol, engaging in sexually exploitive situations, handling 
garbage and animal remains, or lifting heavy weights. Statutes prohibit and provide penalties for 
the trafficking of persons.2

The MOL’s Office of Labor Protection for Minors is entrusted with the responsibility of 
investigating illegal child labor practices. The Office of the Ombudsman for Children and 
Adolescents keeps track of child labor law violations and maintains a reporting and tracking 
system. The Ministry of Education has taken increasing measures to incorporate education about 
the dangers of child labor into its human rights curriculum. However, child labor awareness has 
yet to be integrated into the national curriculum. Such awareness-raising efforts are especially 
important given the prevalence of cultural norms and beliefs that legitimize child labor as a 
normal part of childhood. 

 

The Prepárate Project has been working in this larger context. The goal of the project is to 
improve access to and the quality of education as a means to combat child labor in Peru. Project 
objectives include raising awareness of the impact of exploitive labor on children; gaining access 
to children working in exploitive conditions, and supporting these children with educational 
opportunities to withdraw them from exploitive labor; improving the quality of teaching and 
learning in formal schools; and building government capacity to combat child labor at the 
national level. The project works toward these goals through direct educational services such as 
accelerated education, referral centers, and Fe y A’s “education for work” workshops; teacher 
training sessions; awareness-raising workshops with parents, school directors, and other 
community members; continuous home visits; psychological services for beneficiaries and their 
parents; and providing help to attain documentation for undocumented children and youth. 

A midterm evaluation was conducted in November and December 2008 by John F. Helwig, an 
independent international consultant. It found that the Prepárate Project had been successful in 
raising awareness among key stakeholders and in retaining youth in school. However, the 
evaluation also revealed significant problems with the management of IYF’s three separate 
subcontractors as well as design flaws in the monitoring of the program and the measurement of 
its outcomes. The project also originally proposed the creation of a Consultative Committee, 
which had not been formed, thus hampering the project’s policy and advocacy outcomes. 
Additionally, the evaluator noted that although the project mainly targeted out-of-school youth, 
over 90% of school-aged youth did attend school in the selected areas, rendering the 
out-of-school youth program somewhat unnecessary. 

                                                 
2 USDOL, “2008 Findings,” pp. 302–303. 
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The key recommendations from the midterm evaluation were as follows: 

• The project should form and activate a Consultative Committee, comprising principle 
representatives from the grantee and its subcontractors; government entities, such as the 
MOL, the Ministry of Education (MOE), and the Ministry of Women and Social 
Development, and the Comité Directivo Nacional para la Prevención y Erradicación del 
Trabajo Infantil (National Committee for Prevention and Elimination of Child 
Labor [CPETI]). 

• The project director should convene with the top-level representatives of the three 
subcontractors on a regular basis to discuss progress and problems, data gathering, and 
plans for future actions. 

• The grantee should take the necessary steps to define and organize common concepts, 
so that they can clearly report on the enrollment, retention, and completion of the 
targeted youth. 

• Children who are classified as “completers” should be monitored through the duration of 
the project. Plans for tracking and recording children’s progress should be developed and 
incorporated into subcontractor’s annual work plans. 

Since the midterm evaluation, the project has implemented some, but not all, of these 
recommendations. Most of the work done has focused on revising and refining monitoring 
instruments and working closely with project teams to ensure a common understanding of terms 
and expectations. 

The final project evaluation, conducted by anthropologist María Elena García, was 
commissioned by USDOL as an independent process and conducted under contract to 
ICF Macro. The evaluation assesses the progress of the project toward reaching its targets and 
objectives as outlined in the cooperative agreement and project documents. Specifically, the 
evaluation examines project design, implementation, management, lessons learned, and 
replicability, and provides recommendations for current and future projects. The evaluation also 
provides USDOL, IYF, CEDRO, CHSA, Fe y A, and other project stakeholders with an 
assessment of the strengths and weaknesses of project implementation. By way of the 
stakeholder meeting, the evaluation offered some concrete recommendations for final 
adjustments as the project came to an end. Identifying lessons learned and good practices, this 
report also explores the contributions of the Prepárate Project, which may be helpful in the 
expansion of the project’s benefits and the development of future projects. 

It is clear that this project has made an important contribution to the lives of thousands of 
children and has reenergized the national conversation over child labor. The professionalism and 
commitment of all project teams was admirable and worthy of recognition. Nevertheless, there 
are some inescapable conclusions about the limits of the Prepárate Project. 

First, the construction of the project could have benefitted from the inclusion of subcontractors 
with more experience working in the field of child labor. Although all projects encounter 
moments of readjustment and recalibration, this project seems to have had more than its share, 
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perhaps because of the relative lack of experience in this area, in addition to some difficulties 
in coordination. 

Second, there was clear room for improvement in the various levels of communication between 
Baltimore, Lima, Washington, DC, and the multiple field sites. Although all parties—from the 
funder to the grantee and subcontractors— assume a certain amount of responsibility for 
communicating effectively, perhaps a greater responsibility lies with the grantee, who is 
positioned at that critical juncture between many parties. The project director in particular has a 
certain responsibility for articulating a common vision and structure for the project. The fact that 
beneficiaries identified the project with a particular subcontractor in their respective zone 
(the Fe y A Project, the CHSA Project, and the CEDRO Project) is one clear sign that the overall 
Prepárate project missed an opportunity to become more than the sum of its parts. 

Finally, the lack of an exit plan is perhaps the most lamentable missed opportunity. Although the 
subcontractors, the new Congressional Commission, and the various regional CPETIs each 
provide the hope of a renewed effort to eradicate the worst forms of child labor (WFCL) in Peru, 
it is unfortunate that such little planning went into sowing the seeds of sustainability for the 
project goals. 

Important steps can and should be taken to ensure that the work done by IYF and its 
subcontractors can enrich future efforts, as the recommendations below suggest. 

RECOMMENDATIONS 

The following recommendations are offered in the hope of building on the good work performed 
by project personnel with beneficiaries and other stakeholders. 

1. Take advantage of the human and social capital generated by the project. As the 
project has contributed to the training of teachers and others who can do much to raise 
awareness about child labor, and provide alternatives to it, elements are in place for the 
formation of a network of educators that can be part of future efforts. A measure as 
simple as elaborating a list of trained teachers, which can be provided to the (MOE) and 
disseminated widely to others, can have important multiplier effects. Teachers who have 
participated in this project can be part of future training efforts to train new generations 
of teachers. The family members and community leaders who saw their children benefit 
from these programs can also help to continue to spread the message and work with other 
programs. Finally, a much-needed network of psychologists can be started by creating a 
list of those who worked with this project on issues of child labor. 

2. Move from community participation to community ownership. Although community 
members participated in project activities to varying degrees, there is an important 
difference between including community members and creating a sense of community 
ownership of the project. To the extent that community leaders occupy positions within the 
project that are important to decisionmaking and implementation, the project will be seen 
less as an outside intervention and more as an organic collaboration that remains close to 
community concerns and priorities. This is crucial to the sustainability of project goals. 
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3. Improve project coordination and cohesion. Projects that work with various 
subcontractors and in multiple sites invariably face coordination challenges. Although 
there were certain areas in which effective communication occurred, many interviews 
suggest that there were also missed opportunities to coordinate awareness-raising work 
and enhance community involvement. Greater efforts to synchronize activities and share 
experiences among project staff and community leaders would have enhanced project 
impact, effectiveness, and sustainability. 

4. Use of remaining funds. As many of the national-level projects were never completed, 
there are resources that could be used for one last set of events or meetings that might 
bring together some of the teachers, children, and families from the various zones. 

5. Telefónica Project. As Telefónica is currently searching for work partners in Iquitos, the 
project should do what it can to help position CHSA to take advantage of this opportunity. 

6. Increase work with families. As parents, mothers in particular, are often very involved 
in new educational programs, activities should be designed specifically for them. 

7. Coordinate USDOL and Peruvian academic calendars. Congressional mandates make 
this a difficult suggestion to implement. However, the lack of synchronicity between 
USDOL calendars and the various educational calendars of Latin America represent a 
serious logistical problem. Perhaps projects could be expanded to 4.5 years, allowing 
some flexibility in initiating and concluding program activities. 

8. Work with smaller numbers of beneficiaries. Considering it is a tremendous 
achievement that the project reached 10,500 children, working with smaller numbers of 
beneficiaries may help alleviate the tensions that emerge between focusing on meeting 
numerical goals and focusing on the quality and intensity of service to each 
individual beneficiary. 

9. Psychological services should be more fully integrated into project design. Given the 
nature of the work conducted with beneficiaries and families, psychological and 
counseling services are in constant demand by parents, teachers, and others. Projects 
should include psychological services and training as a key project strategy for removing 
and preventing children from entering the WFCL. 

10. Work with teachers, but not only as teachers. Teacher training is a crucial component of 
EI projects. However, projects might also conduct awareness-raising work with teachers 
who recognize them as parents and local leaders, not just in their capacity as teachers. 

11. Raising awareness at the national level. It is important to raise awareness at the national 
level, particularly by coordinating the efforts of all members of the project, and working 
collaboratively toward a national awareness campaign using different media sources. 
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I EVALUATION OBJECTIVES AND METHODOLOGY 

1.1 EVALUATION PURPOSE 

The final evaluation of the Prepárate Project in Peru was commissioned by the U.S. Department 
of Labor (USDOL) as an independent process and conducted under contract with ICF Macro. 
The final evaluation is specified as a requirement in the project document and cooperative 
agreement between USDOL and the grantee. The project, executed by International Youth 
Foundation (IYF) and subcontracted to Centro de Información y Educación para la Prevención 
del Abuso de Drogas (CEDRO), Capital Humano Social Alternativo (CHSA), and Fe y Alegría 
(Fe y A), went into implementation on September 30, 2006, and is scheduled for completion on 
September 29, 2010. Fieldwork for the final evaluation took place from July 4 to July 19, 2010. 

This evaluation provides USDOL, IYF, CEDRO, CHSA, Fe y A, and other project stakeholders 
with an assessment of the strengths and weaknesses of project implementation. Via the 
stakeholder meeting, the evaluation offered some concrete recommendations for final 
adjustments as the project came to an end. Identifying lessons learned and good practices, this 
report also explores the contributions of this project which may be helpful in the expansion of the 
project’s benefits and the development of future projects. 

1.2 EVALUATION SCOPE AND OBJECTIVES 

Per the terms of reference for the evaluation (Annex A), developed by USDOL in conjunction 
with the project team and in consultation with the evaluator, the scope of the evaluation includes 
an assessment of all activities carried out under the USDOL Cooperative Agreement with IYF. 
The evaluation assesses the achievements of the project toward reaching its targets and 
objectives as outlined in the cooperative agreement and project documents. 

Specifically, the evaluation examines issues of project design, implementation, management, 
lessons learned, replicability, and it provides recommendations for current and future projects. 
The purpose of the evaluation is to: 

1. Assess whether the project has met its objectives and identify the challenges encountered. 

2. Assess the relevance of the project in the cultural, economic, and political context in the 
country, as well as the extent to which it is suited to the priorities and policies of the host 
country government and USDOL. 

3. Assess the intended and unintended outcomes and impacts of the project. 

4. Provide lessons learned from the project design and experiences in implementation that 
can be applied in current or future child labor projects in the country and in projects 
designed under similar conditions or target sectors, including the positive innovations, 
which the project introduced. 
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5. Assess whether project activities can be deemed sustainable at the local and national 
levels and among implementing organizations. 

This evaluation also explores models of intervention that will serve to inform future child labor 
projects and policies in Peru and elsewhere. It performs as an important accountability function 
for USDOL and IYF, and recommendations focus on lessons learned and good practices from 
which future projects can glean in developing strategies to combat exploitive child labor. 

The questions to be addressed are organized in five categories: relevance, effectiveness, 
efficiency, impact, and sustainability. These categories are defined as follows: 

• Relevance. Consideration of the relevance of the project design to the context of child 
labor and to the cultural, economic, and political context in the country; the relevance of 
the strategies and internal logic; and the extent to which it is suited to the priorities and 
policies of the host country government and USDOL. 

• Effectiveness. The extent to which the project has reached its objectives, and the 
effectiveness of project activities in contributing toward those objectives. 

• Efficiency. Analysis as to whether the strategies employed by the project are efficient in 
terms of resources used (inputs) compared with its qualitative and quantitative impact 
(outputs). 

• Impact. Assessment of the positive and negative changes—intended and unintended, 
direct and indirect—as well as any changes in the social and economic environment in 
the country. 

• Sustainability. Assessment of whether the project has taken steps to ensure that 
approaches and benefits continue after completion of the project, including sources of 
funding and partnerships with other organizations. 

Annex B lists the evaluation questions and provides page references where each is addressed in 
this report. All questions posed in the terms of reference, under each of the themes, above are 
addressed in the evaluation. 

1.3 EVALUATION METHODOLOGY 

1.3.1 Evaluation Team 

The evaluation was carried out by one international evaluator: anthropologist María Elena 
García. In consultation with ICF Macro and the project staff, García formulated the methodology 
for the evaluation. During her time in Peru, García was responsible for (1) conducting interviews 
and facilitating other data collection processes; (2) preparing an analysis of the evaluation 
material gathered; and (3) presenting feedback on the initial findings of the evaluation to the 
national stakeholder meeting. 
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1.3.2 Evaluation Approach 

Given the time allotted for the study (two weeks of fieldwork), the methodology of the 
evaluation was primarily qualitative as the timeframe did not provide enough time to conduct 
quantitative surveys. Quantitative data, however, were drawn from available project reports, and 
incorporated into the report. The evaluation approach was independent in terms of the 
membership of the evaluation team. Project staff sometimes provided introductions in the field, 
but they were not present during field interviews. The following additional principles were also 
applied during the evaluation process: 

1. Methods of data collection and stakeholder perspectives were triangulated for as many 
evaluation questions as possible. 

2. Efforts were made to include parents’ and children’s voices and beneficiary participation 
generally, using child-sensitive approaches to interviewing children following the 
International Labour Organization’s International Programme for Elimination of Child 
Labour (ILO-IPEC) guidelines on research with children on the worst forms of child 
labor (http://www.ilo.org/ipecinfo/product/viewProduct.do?productId=3026) and 
UNICEF Principles for Ethical Reporting on Children (http://www.unicef.org/media/ 
media_tools_guidelines.html). 

3. Gender and cultural sensitivity were integrated in the evaluation approach. 

4. Consultations incorporated a degree of flexibility to maintain a sense of ownership of the 
stakeholders and beneficiaries. These allowed additional questions to be posed that are 
not included in the terms of reference, while also ensuring that key information 
requirements were met. 

5. As far as possible, a consistent approach was followed at each project site, with 
adjustments made for the different actors involved, activities conducted, and the progress 
of implementation in each locality. 

1.3.3 Evaluation Preparation 

Before the field visit, the evaluator reviewed project and other background documents provided 
by USDOL through ICF Macro. Project briefings were facilitated by ICF Macro with relevant 
USDOL staff and IYF directors. During the preparation phase, the evaluator, together with 
project staff and ICF Macro, confirmed the team membership and the stakeholders to be 
interviewed and set up a preliminary schedule for the visit. The evaluators prepared a 
methodology, including the source of data and method of collecting information for each 
evaluation question. 

The evaluator conducted field visits in all four of the zones in which the project works (Callao, 
Iquitos, Lima, and Trujillo). Although time constraints made it impossible to visit all project sites 
in each zone, efforts were made to select schools, referral centers, and homes in each zone that 
varied in terms of the duration of the project, services provided, age and gender of beneficiaries, 
rural or urban context, and the perceived success of project activities. 



Independent Final Evaluation of the Combating Exploitive 
Child Labor in Peru Project: Prepárate para la Vida 

~Page 4~ 

Additionally, the evaluator met with regional education and labor authorities (in Iquitos and 
Trujillo), and with officials from the Ministry of Labor (MOL), the Ministry of Education 
(MOE), ILO-IPEC, and the Comité Directivo Nacional para la Prevención y Erradicación del 
Trabajo Infantil (National Committee for Prevention and Elimination of Child Labor [CPETI]) 
in Lima. She also met with personnel from NGOs working closely with the project, such as 
Telefónica’s ProNiño program, Marcha Global Contra el Trabajo Infantil (Global March 
Against Child Labor), and Red por un Mundo Sin Trabajo Infantil (Network for a World Without 
Child Labor). 

1.3.4 Schedule 

Desk review of project documents3 began in June 2010 and continued through August 2010. The 
fieldwork was conducted from July 4–19, 2010. 

1.3.5 Interviews with Stakeholders 

Questions for each stakeholder group were based on the evaluation questions, and they were 
designed to cover the issues of relevance, effectiveness, impact, efficiency, and sustainability, as 
well as challenges encountered by the implementing agency and their recommendations to 
improve implementation. 

The first two days of the evaluation were spent meeting with and interviewing project teams. 
Day one was spent with IYF and CEDRO; day two with CHSA (Lima) and Fe y A. During the 
remainder of the evaluator’s time in the field, she conducted field visits to all four zones and 
interviewed as many stakeholders as possible. 

Interviews were conducted with IYF, CEDRO, CHSA, and Fe y A Project teams, school 
directors/principals, teachers working with the project and providing project services, parents 
(and other relatives) of children participating in the project, direct beneficiaries (children 
participating in all educational services), volunteers working with the project, local authorities, 
representatives from MOL, MOE, ILO-IPEC, and nongovernmental organizations (NGOs) 
working with the project, and members of the national and regional CPETI. The evaluator asked 
to meet with a USAID representative, a representative from the Ministry of Women and Social 
Development (MIMDES), and with local community leaders working with the project, but IYF 
staff was unable to facilitate these meetings. A list of persons consulted in the evaluation is given 
in Annex E. 

Additionally, the evaluator observed classroom dynamics, activities at the referral centers 
(Centros de Referencia) in all zones, as well as the infrastructure and environment of 
educational sites. 

                                                 
3 A list of documents reviewed can be found in Annex C. 
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1.3.6 Stakeholder Workshop 

Following the field visit, a national stakeholder workshop was convened in Lima to present the 
initial findings of the evaluation and emerging recommendations, and to seek further input and 
recommendations from stakeholders toward improving the final implementation of this and 
future projects. 

The meeting was attended by approximately 40 people, including representatives from MOL, 
MOE, CPETI, school directors, teachers, beneficiaries and their parents, the four technical teams 
(IYF, CEDRO, CHSA, and Fe y A), and IYF project manager (Kate Raftery). Katie Cook, 
USDOL project manager participated by phone. During the meeting, the evaluator presented 
preliminary findings followed by an open discussion, which included interventions by 
stakeholders and project teams. 

The stakeholder workshop agenda and list of participants are included as Annex F. 

1.3.7 Analysis and Conclusions 

The conclusions drawn in the report are based on analysis of project reports, observations of 
project implementation, and interviews with child beneficiaries, stakeholders, and project staff. 
While some of the conclusions represent the judgment of the evaluator based on the array of 
information available, the report also indicates, where appropriate, the source of a particular 
viewpoint, noting wherever possible the existence of consensus among stakeholders as well as 
points of contention. 

1.4 LIMITATIONS 

Given the short time allotted for fieldwork, the observations and conclusions included in this 
report are necessarily partial. There was not sufficient time to visit all the project sites and given 
the substantial distances that exist between and within each of the four zones, the time spent in 
any one place was limited. Additionally, as with all pre-announced evaluations, the presentation 
of project results is not necessarily the same as the results that could be gauged by surprise visits, 
and longer-term and more in-depth research. Nevertheless, there were clear patterns that emerged 
in spite of differences in region and service, and the evaluator had confidence in the reliability of 
findings and recommendations. 

1.5 STRUCTURE OF THE REPORT 

The upcoming sections of the report are as follows: Section II provides an overview of the project, 
and the later sections address the findings of the evaluation with respect to relevance (Section III), 
effectiveness (Section IV), efficiency (Section V), impact (Section VI), and sustainability 
(Section VII). The final section (Section VIII) offers conclusions and recommendations. 
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II PROJECT BACKGROUND 

2.1 CONTEXT AND JUSTIFICATION 

The Office of Child Labor, Forced Labor, and Human Trafficking (OCFT) is an office in the 
Bureau of International Labor Affairs (ILAB), an agency of USDOL. OCFT, among other 
activities, conducts research on international child labor; supports U.S. government policy on 
international child labor; administers and oversees cooperative agreements with organizations 
working to eliminate child labor around the world; and raises awareness about child labor issues. 

Since 1995, the U.S. Congress has appropriated over $780 million to USDOL for international 
efforts to combat exploitive child labor, supporting activities in more than 80 countries around 
the world. Technical cooperation projects funded by USDOL range from targeted action 
programs in specific sectors of work to more comprehensive programs that support national 
efforts to eliminate the worst forms of child labor as defined by ILO Convention 182. 
USDOL-funded child labor elimination projects work toward achieving five major goals: 

1. Withdrawing or preventing children from involvement in exploitive child labor through 
the provision of direct educational services. 

2. Strengthening policies on child labor and education, the capacity of national institutions 
to combat child labor, and formal and transitional education systems that encourage 
children engaged in or at risk of engaging in exploitive labor to attend school. 

3. Raising awareness of the importance of education for all children and mobilizing a wide 
array of actors to improve and expand education infrastructures. 

4. Supporting research and the collection of reliable data on child labor. 

5. Ensuring the long-term sustainability of these efforts. 

The approach of USDOL child labor elimination projects aims at decreasing the prevalence of 
exploitive child labor through increased access to education. These efforts are intended to nurture 
the development, health, safety, and enhanced future employability of children engaged in or 
at-risk of entering exploitive labor. 

Since 2001, the U.S. Congress has provided some $269 million to USDOL to support the Child 
Labor Education Initiative (EI), which focuses on the elimination of the worst forms of child 
labor through the provision of educational opportunities. These projects are implemented by a 
wide range of international and non-governmental organizations as well as for-profit firms. 
USDOL typically awards EI cooperative agreements through a competitive bid process. 

EI projects are designed to ensure that children in areas with a high incidence of child labor are 
withdrawn and integrated into educational settings, and that they continue their education once 
enrolled. The program seeks to avert at-risk children from leaving school and entering child 
labor. The work of the EI is premised on the notion that the elimination of exploitive child labor 
depends on improving access to, quality of, and the relevance of education. Without improving 
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educational quality and relevance, children withdrawn or prevented from child labor may not 
have viable alternatives and could resort to other forms of hazardous work. 

2.1.1 Project Context 

The project confronts a challenging national context. Poor children in Peru often face 
tremendous difficulties. Although the Peruvian economy has shown some encouraging signs of 
growth, gains in GDP have not always translated into gains in equity. A recent World Bank study 
(2010) developed an index of “human opportunities” for children in the region; that is a measure 
of the access that children have to services like education, water and basic health services. As the 
figure below illustrates, Peru compares very unfavorably with most of its neighbors, ranking 
15th out of 19 countries. Out of the countries studied, only El Salvador, Guatemala, Honduras, 
and Nicaragua have lower rates of access to basic services. 

Figure 1: Human Opportunities Index for Latin American and the Caribbean 

 
Source: World Bank (2010) 

In Peru, children perform various kinds of labor in the informal sector. For example, many 
children work as street vendors and street performers, beggars, bus assistants, shoe shiners, 
artisans, car washers, or scavengers in garbage dumps. A disproportionate number of girls also 
work in domestic service in third-party homes, and are vulnerable to physical and sexual abuse. 
Some children, especially girls from the poorest areas of the country, are victims of trafficking 
for commercial sexual exploitation, forced labor, and domestic service.4

USDOL has provided US$6.59 million to combat exploitive child labor in Peru, as well as an 
additional US$14.65 million to regional efforts in South America that included Peru. ILO-IPEC 

 

                                                 
4 USDOL, “2008 Findings on the Worst Forms of Child Labor,” Peru Country Report, p. 302. 
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implemented three regional projects, which included Peru, to address issues such as small-scale 
gold mining, exploitive domestic labor, and commercial sexual exploitation of children.5 The 
most recent of these projects, which ended in 2007, withdrew 2,036 children from exploitive 
work and prevented 3,582 children from entering such activities.6

The Peruvian government has ratified ILO Conventions 182 and 138, and is an ILO-IPEC 
participating country. The law sets the minimum age for employment at 14 years, but includes 
provisions for older minimum ages for certain industries, such as agriculture, fishing, and 
mining. Children working under age 18 are required to register their work with labor authorities 
and must be issued a permit from MOL, although such requirements mean little to the large 
number of workers and employers in the informal sector. Nevertheless, there are restrictions on 
the number of hours per day and per week that children can work and the law also prohibits work 
at night for children. The Government of Peru has published a list of hazardous work activities 
from which minors are prohibited, which includes selling alcohol, lifting heavy weights, and 
working in sexually exploitive situations, with garbage, or with animal remains. Statutes prohibit 
and provide penalties for trafficking of persons.

 

7

MOL’s Office of Labor Protection for Minors is responsible for investigating illegal child labor 
practices. The Office of the Ombudsman for Children and Adolescents keeps track of child labor 
law violations and maintains a reporting and tracking system. MOE has taken increasing 
measures to incorporate education about the dangers of child labor into its human rights 
curriculum. However, child labor awareness has yet to be integrated into the national curriculum. 
Such awareness-raising efforts are especially important given the prevalence of cultural norms 
and beliefs that legitimize child labor as a normal part of childhood. 

 

As its name implies, the Peruvian National Police’s Trafficking Investigation Unit is responsible 
for investigating allegations of trafficking. The Peruvian government hosts a National Committee 
to Prevent and Eradicate Child Labor, which brings together NGOs, labor unions, and employer 
organizations within the country to implement a National Plan for the Prevention and Eradication 
of Child Labor. The Ministries of Trade and Tourism, and Foreign Affairs have also conducted 
campaigns against child trafficking and sex tourism. In addition to projects funded by USDOL, 
the Government of Peru participated in a four-year ILO-IPEC regional project to eradicate child 
labor in Latin America, funded by the Government of Spain, and has cooperated with several 
NGOs to implement projects funded by the U.S. Department of State to combat trafficking 
in persons.8

                                                 
5 USDOL, “Project Status—Americas,” http://www.dol.gov/ilab/projects/americas/project-americas.htm. 

 

6 USDOL, “2007 Findings on the Worst Forms of Child Labor,” Peru Country Report, p. 273. 
7 USDOL, “2008 Findings,” pp. 302–303. 
8 USDOL, “2008 Findings,” pp. 303–304. 
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2.2 PROJECT DESCRIPTION 

On September 30, 2006, IYF received a 4-year cooperative agreement worth US$5.09 million 
from USDOL to implement an EI project in Peru, aimed at withdrawing and preventing children 
from exploitive child labor by expanding access to and improving the quality of basic education 
and supporting the five goals of the USDOL project as outlined above. IYF was awarded the 
project through a competitive bid process. 

As stipulated in the cooperative agreement, the project targeted 5,250 children—ages 11 to 
17 years—for withdrawal and 5,250 children for prevention from exploitive child labor. The 
project provides educational programs to enable progress towards completion of secondary 
school or vocational certification, and focuses on informal urban work in Callao, Iquitos, Lima, 
and Trujillo, including sectors such as street and market vending, micro-drug trafficking, and 
commercial sexual exploitation of children. IYF subcontracted three organizations in Peru to 
help attain project goals. These are CEDRO, CHSA, and Fe y A. 

The goal of the project is to improve access to and quality of education as a means to combat 
child labor in Peru. Project objectives include raising awareness of the impact of exploitive labor 
on children; gaining access to children working in exploitive conditions, and supporting them 
with educational opportunities to aid their withdrawal from work; improving the quality of 
teaching and learning in formal schools; and building government capacity to combat child labor 
at the national level. The project works toward these goals through direct educational services 
such as accelerated education, referral centers, and Fe y A’s “education for work” workshops; 
teacher training sessions; awareness-raising workshops with parents, school directors, and other 
community members; continuous home visits; psychological services for beneficiaries and their 
parents; and help attaining documentation for undocumented children and youth. 

CEDRO, CHSA, and Fe y Alegría all provide in-school programs for beneficiaries for an 
average of six hours weekly. CHSA and CEDRO also provide additional services and hours of 
attention through referral centers, as well as a program on life skills (habilidades para la vida) 
that focuses on personal and social development, values, and social skills. These workshops are 
held once weekly, usually on Saturdays. CEDRO (working only to withdraw children and youth 
from the worst forms of child labor [WFCL]) offers transitional programs in academic leveling 
in mathematics and communications (accelerated education). These programs are designed 
around the school curriculum and use constructivist methodologies, which encourage interaction 
and use of previous knowledge. Classes in each subject are held once weekly during a two-hour 
period in schools or reference centers and they are facilitated by a classroom teacher and at least 
two additional classroom facilitators. Fe y A (working both to prevent and withdraw children 
from the WFCL) offers leveling programs in math and communications and, in most schools, 
workshops in what is called “education for work” (educación para el trabajo). These are 
vocational workshops in areas such as woodworking, sewing, computer technologies, and 
baking. CHSA (working in prevention and withdrawal) in Iquitos also offers leveling and life 
skills programs in schools and in the reference center. The referral center in Iquitos is also a 
place where beneficiaries can learn basic computer skills, receive psychological services, and 
work with others on artistic projects. 
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2.2.1 Midterm Evaluation 

A midterm evaluation was conducted in November and December 2008 by John F. Helwig, an 
independent international consultant. The evaluation consisted of document review; individual 
and group interviews with project staff, beneficiaries, and other stakeholders; site visits 
(observation) in Callao, Iquitos, Lima, and Trujillo; and a stakeholder workshop. 

The midterm evaluation found that the project had been successful in raising awareness among key 
stakeholders and in retaining youth in school. However, the evaluation also revealed significant 
problems with the management of IYF’s three separate subcontractors as well as design flaws in 
the monitoring of the program and in the measurement of its outcomes. The evaluation also 
indicated that the project had originally proposed the creation of a Consultative Committee which 
had not been formed, hampering the project’s policy and advocacy outcomes. Additionally, the 
evaluator noted that although the project mainly targeted out-of-school youth, over 90% of school-
aged youth did attend school in the selected areas, rendering the out-of-school youth program 
somewhat unnecessary. 

The key recommendations from the midterm evaluation were: 

• The project should form and activate a Consultative Committee, comprising principle 
representatives from the grantee and its subcontractors; government entities, such as 
MOL, MOE, and MIMDES, and the National Committee for Prevention and Elimination 
of Child Labor. 

• The project director should convene with the top-level representatives of the three 
subcontractors on a regular basis to discuss progress and problems, data gathering, and 
plans for future actions. 

• The grantee should take the necessary steps to define and organize common concepts, so 
that they can clearly report on the enrollment, retention, and completion of the 
targeted youth. 

• Children who are classified as “completers” should be monitored through the length of 
the project. Plans for tracking and recording children’s progress should be developed and 
incorporated into the subcontractor’s annual work plans. 

The following sections will provide a detailed discussion of the project’s relevance, 
effectiveness, efficiency, impact, and sustainability. 
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III EVALUATION FINDINGS—RELEVANCE 

3.1 FINDINGS 

On the whole, the project design was based on a well-informed understanding of the social and 
political realities of Peru. The project clearly highlighted the importance of addressing poverty 
and poor educational quality as a strategy for addressing child labor, and limited its focus to 
child labor in urban areas. This is significant as addressing child labor in rural areas would have 
required different approaches and strategies for working with beneficiaries, parents and 
communities. The project’s strategies for raising awareness, removing children from the worst 
forms of child labor and improving the quality of education in project sites (and beyond) were on 
target and were for the most part highly effective. 

However, there were some problems in project design which hampered the effectiveness of the 
project. First, despite the claims of the IYF project documents, not all of the organizations 
chosen as subcontractors had “strong track records… in programs that prevent and withdraw 
children from working.”9 The project document also states that IYF brought the three 
organizations together as subcontractors because the complementarity of their experiences would 
comprehensively and effectively combat child labor in Peru.10 Yet, according to various 
interviews, CHSA (for example) was chosen by CEDRO, not IYF, as a partner. While this could 
be a minor point, it suggests a lack of connection and contact between IYF and CHSA. 
Coordination and communication problems presented themselves in the marginalization that the 
evaluator observed of the CHSA team in Iquitos.11

Second, there is the related problem that emerged with regard to the original contracts between 
IYF and the three subcontractors. An audit of the project in June 2009 found that the 
subcontracts IYF had in place were structured more like subgrants. This raised a problem as 
OCFT does not have statutory authority to allow subgranting. According to Katie Cook (USDOL 
project manager), USDOL explained to IYF that they could either move forward with revising 
the subcontracts or develop an association. IYF decided to move forward with revising two 
subcontracts with CHSA and Fe y A, and they also decided to make the revised subcontracts 
retroactive. This caused a tremendous amount of tension between all organizations involved. 

 

Third, the project may have set its targets too high at a total of 10,500 beneficiaries. The 
emphasis on reaching this number often overshadowed concerns of effectiveness, impact, and 
sustainability. Arguably, working with a smaller number of beneficiaries could have alleviated 
some of the coordination problems and may have been more conducive to the elaboration of 
sustainable interventions. 

                                                 
9 “Project Document under USDOL and International Youth Foundation Cooperative Agreement,” p. 1. 
10 “Project Document under USDOL and International Youth Foundation Cooperative Agreement,” p. 1. 
11 The evaluator will expand on this observation in later sections of the report, but this marginalization of the CHSA 
team in Iquitos was reflected on several occasions, such as when the project director told the evaluator that Iquitos 
was “only a very small part of the project.” It was also that the Iquitos team was not invited to the 
stakeholder meeting. 
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Finally, while the project had proposed a short sustainability and exit plan in the original project 
document, this plan was implemented unevenly and incompletely. 

3.1.1 Cultural, Economic, and Political Context 

Overall, the project did take into account the cultural, political, and economic contexts of the 
areas of intervention. One of the main cultural problems that child labor eradication efforts face 
is the notion that work is good for children, that it builds character and skills that teach children 
about life. The project addresses this well and tackles this directly by emphasizing the distinction 
between providing help to the family, and work, which involves more time- and labor-intensive 
activities. Education about the risks of child labor is transmitted through teacher training, as well 
as work with parents and communities through awareness-raising workshops and individual 
home visits, among other activities. 

One socioeconomic particularity of child labor in Peru that posed an initial challenge to the 
project was that close to 90% of working children attend school. As the project sought to work 
primarily with out-of-school children, it had to modify its strategy to adapt to the reality that the 
overwhelming majority of working children are enrolled in-school (though they attend to varying 
degrees). For example, Fe y A originally held accelerated education courses for students 
participating in the project who were deemed to be at risk of entering into exploitive child labor 
situations. The assumption was that school attendance was in itself a sign that children were not 
working. Since the midterm evaluation, IYF undertook a study of students at Fe y A schools, and 
found that that close to 30% of their students work and study. The project modified their 
strategy, making accelerated courses available only to those students who were also working, in 
an effort to reduce the hours of work and/or remove children from WFCL. Additionally, the 
project’s emphasis on education for work (especially with Fe y A) and other vocational/technical 
training efforts like those of the Instituto Radiofónico (IRFA) and the Centros de Educación 
Técnico Productiva (CETPROs) has been especially effective and is seen as very relevant by 
parents, teachers, and other stakeholders. 

Politically, the project has also worked closely with MOE through the Direccion de Tutorías, 
especially (but not only) in Iquitos and Trujillo. In the regional context, project teams have 
invigorated the work of MOL through collaboration with regional CPETIs. This was evident in 
my conversations with technical secretaries in Iquitos, Lima, and Trujillo. The information 
provided by all three technical secretaries with whom the evaluator spoke indicated that, 
particularly in the past year and a half, project teams have collaborated closely with CPETIs and 
invigorated their work. In Iquitos, the technical secretary noted that while the committee had 
been formed years ago, it was only with the help of the project coordinator in Iquitos that the 
committee was “revived.” 

The relationship between the coordinators in Trujillo and Iquitos and the local authorities was 
also clearly one of mutual respect and close (friendly) collaboration. The project has also 
supported and strengthened the work of the CPETI at the national level, and it provided key 
support for the creation and eventual passing of a Congressional Multiparty Commission for the 
Eradication of the Worst Forms of Child Labor. The project also works closely with DEMUNAs 
(Municipal Office for the Protection of Children and Adolescents/Defensorías Municipales del 
Niño y Adolescente) and is closely connected to the work of important NGOs in the country 
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working on child labor issues, especially the Marcha Global Contra el Trabajo Infantil, the Red 
por un Mundo Sin Trabajo Infantil, and Telefónica’s ProNiño program. 

3.1.2 Relevance of Subcontractors and Partners 

As mentioned above, one dimension of project design which affected the project’s effectiveness 
was the choice of subcontractors. For example, several stakeholders interviewed noted that 
CEDRO’s experience and strength had been in drug prevention programs, and not with child 
labor projects. While CEDRO has executed projects with working youth in the past, the 
organization did not have a strong history of working on child labor specifically, something 
which (in addition to other personnel-related issues) impacted their work in the first year of the 
project. Moreover, there are other organizations more directly involved with child labor in Peru. 
It is unclear why those organizations were not approached. 

Additionally, while the project design presented IYF as leading a coordinated and collaborative 
effort with the help of the three subcontractors (CEDRO, CHSA, and Fe y A), the coordination of 
these organizations and communication between them, has been less than ideal. The relationship 
between CEDRO and IYF, for example, has clearly been a much closer one than that between 
IYF and Fe y A or CHSA. This created some significant challenges for the project in terms of 
management, monitoring, and coordination, and led to problems of efficiency and effectiveness. 
That said, and despite some initial challenges, the work of all the local teams in Iquitos, Lima, 
Callao and Trujillo was very impressive. 

CEDRO works with the project in Callao, Lima, and Trujillo. Since the initial challenges, 
CEDRO has worked in closer collaboration with IYF, and by the time of the final evaluation 
(after changes in personnel and strategy), they had managed to meet their target numbers. The 
evaluator was impressed with the preparation and quality of work of project coordinators, 
promoters, facilitators, and teachers working with the project in CEDRO sites. There were also a 
large number of volunteers working in CEDRO sites, mostly university students in education, 
psychology, nursing, and social work. These volunteers have to go through a psychological 
evaluation, in addition to training, in order to work with project beneficiaries. They all spoke 
eloquently about their participation in the project, the impact they see the project having on 
beneficiaries and their families, and on the communities in which they work. 

Although the evaluator was interested in the work done with local community leaders, she was 
unfortunately unable to speak with any community leaders who had worked with the project. 
CEDRO staff noted that they were aware of how important working with formal and informal 
community leaders can be in procuring buy-in from communities, the continuity of awareness 
about child labor, and an openness to work on these issues. 

Fe y A, a large and well-known faith-based NGO, runs approximately 78 schools in Peru, and 
networks of schools in rural (generally isolated) areas. Fe y A works with the project in 18 
schools located in Lima and Comas. Due in part to the renegotiation of contracts and the arduous 
nature of that experience, there were some tensions between the leadership of Fe y A and IYF. 
During the evaluator’s time in Peru, these tensions seemed to have been mostly overcome, and 
there was a close relationship between IYF and Fe y A, especially between the coordinators of 
technical education and the project’s education specialist. Just a few months before evaluation 
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fieldwork began, a former Fe y A teacher was hired as a consultant for IYF. Her job is to work 
with Fe y A teachers who are working with project beneficiaries, and to monitor the progress and 
status of beneficiaries. This position seems to have helped strengthen the relationship between 
the two organizations. It was clear, however, that Fe y A prefers working independently. Fe y A 
receives many other donor funds, and for a long time, saw the project as just that, another source 
of revenue. When asked about collaboration between Fe y A, IYF, and other organizations 
working with the project, the director of Fe y A stated that it had agreed to implement certain 
project activities (such as accelerated education classes), but not necessarily work collaboratively 
as part of a cohesive project. 

Despite this distinction, Fe y A was in many ways an obvious choice as a subcontractor given its 
reputation for transforming state schools into spaces of educational quality and excellence. It is 
also significant that after a study conducted by IYF, which indicated that approximately 28% of 
children studying in Fe y A schools were working, Fe y A took these numbers seriously and 
decided to modify its curriculum by integrating child labor as a central theme. This is a 
significant contribution as this curricular change affects not only schools affiliated with the 
project, but all Fe y A schools, which are all public state schools. Teacher training workshops 
were also open to all teachers from these schools, not only those working with the project. 
Clearly Fe y A’s contributions to the overall goals of the project are significant. Nevertheless, in 
the midterm report, the evaluator noted that there was no mention of the Prepárate Project on 
Fe y A’s website (www.feyalegria.org/Peru). This is still the case, despite the fact that other 
organizations that donate funds and provide support are listed. The evaluator also looked for 
explicit mention of the curricular revisions and of child labor as a theme, and found nothing. 

As noted above, CHSA was invited to be a subcontractor through CEDRO, in order to work in 
Iquitos. Iquitos is a city of over 400,000 people, located on the Amazon River with no roads 
leading to it. Work in this city is a significant component of the project, as the project targets 
youth in or at risk of entering some of the WFCL, including exploitive sex work. While CHSA 
had worked with many other organizations and local authorities in Iquitos before the project 
began, the organization had no office presence in the city, and so had to establish an office as 
well as a referral center and recruit and train personnel. CHSA took advantage of contacts 
already made with regional and local governments and leaders however, and despite some 
challenges of coordination with IYF, they provided crucial services to both working and 
at-risk youth. 

While the project coordinator is not from Iquitos, she has proved to be a committed and 
resourceful manager. Despite the challenges of transportation in the Amazon, she travels to all 
the project sites regularly. In each site visited, beneficiaries, teachers, and families all welcomed 
her warmly. She has been a key person in energizing regional CPETIs and she has worked 
closely with local authorities including MOL, MOE, and authorities at the DEMUNAS. She lives 
in the referral center, something which makes her job all the more intense. The local team is 
equally impressive, and all of them are young people from Iquitos who have had some 
experience with child labor in their lives. Because of this, they identify with the project goals at a 
more personal level, and have been able to more easily establish trust with beneficiaries and their 
families. They are also very socially committed young people who devote almost all of their time 
to working with project beneficiaries. 
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As noted earlier, despite some of the challenges of coordination and management, the work of all 
three subcontractors and their project teams have made important contributions to the work of 
eradicating child labor in Peru. 

3.1.3 Relevance of Shift in Strategy 

Another important change in project design and strategy which impacted the project’s relevance 
came with IYF’s decision to shift the focus in strategy from a regional to a national level, with an 
emphasis on working with the GOP’s Construyendo Peru (CP) temporary employment program. 

The project had originally proposed to offer technical assistance to local government agencies 
and civil society organizations, focused primarily on developing education and incentive-based 
programs to address the needs of families faced with the option of child labor. The project 
expected to replicate the GOP’s Juntos program (a program providing cash incentives to families 
for education and healthcare) with local resources in urban contexts. However, IYF determined 
that this was not feasible and in the first half of 2009 proposed to shift strategies and focus its 
work with the CP program at the national level. While the project was able to work at the 
national level to develop a more robust awareness of the problem of child labor (through work 
with CPETI and by supporting the creation of a Congressional Commission on the Eradication of 
Child Labor, which passed unanimously on June 17, 2010), the work with CP was never 
developed. Through the individual work of local project coordinators (particularly in Iquitos and 
Trujillo, and to a lesser degree in Ventanilla, Lima), the project was also able to strengthen local 
government agencies. However, more work could have been done at the local level had IYF not 
shifted strategies halfway through the project’s implementation. For example, during the two 
weeks of the evaluation, the evaluator heard much talk about working closely with community 
leaders, but was unable to meet with any local leaders collaborating with the project. Rather than 
shifting strategies to focus on the national CP program, the project could have revised and 
refined their local strategy to incorporate more fully local community leaders into the project 
design. Working with local leaders to ensure a sense of ownership of the project could have been 
a more strategic avenue toward sustainability, something that was found to be a weakness in the 
project design. 

3.1.4 Main Strategies and Activities 

According to project documents, the project has met the goals of eradication and prevention of 
child labor (see Annex G); it has strengthened existing regional and national bodies working on 
the problem of child labor; and it has been effective at raising awareness about child labor, 
particularly at the local (community), and to some extent, regional levels. There could have been 
more done to raise awareness at the national level, possibly by coordinating the efforts of all 
three subcontractors and working collaboratively toward a national awareness campaign via 
different media sources. This will be addressed in more detail below. Finally, the evaluator 
sought to assess whether the project worked or collaborated with MANTHOC (Movimiento de 
Adolescentes y Niños Trabajadores Hijos de Obreros Cristianos), a large movement of 
thousands of child workers that tries to dignify labor and to improve the conditions under which 
children work in Peru. The evaluator was told that the project chose not to work with this 
movement and to focus instead on identifying children and youth who had no representation, 
although the project does agree with MANTHOC that children should not be working in WFCL. 
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In terms of research, IYF conducted a study of children in Fe y A schools which was quite 
helpful in determining that there are in fact many children who are working and attending school. 
This study was a crucial contribution as it helped to challenge the notion, held by most of 
Fe y A’s staff, that children either worked or attended school. Fe y A accepted the findings of this 
study and in its wake decided to incorporate the theme of child labor into their curriculum. This 
is significant (particularly in terms of sustainability) as the curricular change affects not only the 
18 schools participating in the Prepárate Project, but all Fe y A schools in Peru. Additionally the 
Prepárate Project supported an ILO study (Trabajo Infantil en el Peru: Magnitud y perfiles 
vulnerables) that refines data on child labor in Peru, and contributed to research on child labor 
and strengthening local policy by paying for a full-time consultant to work directly with the 
CPETI for three months. 

The Prepárate Project uses four principle strategies in order to meet the objectives in 
withdrawing and preventing children from the worst forms of child labor. These are: awareness-
raising campaigns; a phased program for the removal of children (out-of-school and in-school) 
from work; improvements to educational programs; and technical assistance to local 
governments and agencies to develop local incentive programs. Each will be addressed below. 

Awareness-raising Campaigns 

The project has emphasized awareness-raising work at all levels and in all project sites. Project 
teams work with parents, educators, local authorities, and other stakeholders to increase their 
awareness and understanding of the dangers of child labor as well as the importance of a quality 
education. Teacher training has involved not only training in new educational methodologies, but 
also in dealing with particular social, emotional, and psychological issues that some of their 
students may be experiencing. Moreover, teacher training sessions are open to all teachers from 
participating schools (not only teachers working directly with the project), which also expands 
the level of awareness in the community. The project also works with school principals and 
community leaders to establish centers and spaces in schools for the accelerated education 
programs (these spaces are “offered” by the community), and has led to more involved 
participation of local leaders in project activities. Although these efforts are commendable, 
arguably more actions could have been taken to include community members in project decision-
making and implementation to convey a greater sense of local ownership. 

There is also awareness-raising work done with parents. All of the parents the evaluator spoke 
with said that these sessions helped them understand the goals of the project, the importance of 
their children attending school, and the potential consequences of children working in exploitive 
conditions. The home visits that promoters and other project staff conduct on a regular basis are 
also an important part of the project’s awareness-raising strategy. The neighbors of parents who 
participated in the project asked about the purpose of the visits. Consequently, awareness of the 
project and its goals were disseminated in an informal manner. 

Phased Program for the Removal of Children (Out-of-school and In-school) from WFCL 

The project originally contemplated a support strategy that targeted mostly children who were 
out of school. Given the fact that most (90%) working children are already enrolled in school, the 
project has modified this strategy to work with children who are both in school and out of school. 
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In both cases, the strategy includes (1) finding and accessing children who are either at their 
workplaces or in schools; (2) providing transitional support for the child and his/her family; 
(3) offering educational immersion through leveling classes or vocational programs; and 
(4) removing the children from exploitive labor conditions. This work includes helping youth 
attain their Peruvian national identification documents, providing mentoring support, and 
offering them psychological services. 

Improvements to Educational Programs 

IYF’s principle strategy has been to improve the quality of education in public schools while 
reducing the number of youth working in the WFCL. The project has tackled this by (1) focusing 
on teacher training to improve teaching methodologies and learning skills; (2) developing an 
accelerated education program focused on math and communication, working closely with 
Fe y A through its “education for work” curriculum; (3) working with out-of-school children 
through referral centers; and (4) working with at-risk and working youth on a life skills program. 
Moreover, the project includes a component of awareness-raising activities among teachers, 
school directors, parents, and students regarding the risks and consequences of child labor and its 
impact on education. 

Technical Assistance to Government Agencies (Local and National Level) 

The project provides assistance to local and national government agencies and civil society 
organizations working on child labor issues. Support is provided in the form of consultants and 
other resources to strengthen the work of raising awareness about child labor at local and 
national levels. In some cases, project coordinators work closely with local authorities to 
revitalize entities that have been inactive for some time. 

3.1.5 Perceptions of the Project 

The project was perceived positively by almost all of the stakeholders with whom the evaluator 
spoke. Parents, teachers, and other community members all noted the relevance and importance 
of the project. Teachers also expressed much satisfaction with the project, both with their own 
training and support, as with the progress of students. Many teachers made a point of saying that 
they were initially skeptical about using new methodologies, and also about the idea that child 
labor was somehow problematic. They discussed the different strategies used in teacher training 
sessions that helped them understand their perspectives about child labor and explore this issue 
from different angles. They also said that they see evidence of teaching methodologies that are 
working with their students. Again, they mentioned that not only are the students learning, but 
they are coming out of their shells, becoming more engaged with school, and they are more 
respectful toward teachers. 

School directors, local authorities, and others were very happy with the work of the project. In 
Trujillo, one of the educational authorities interviewed made a point of distinguishing the work 
of this project from that of others, which do not involve consulting or collaborating with school 
staff. She was very grateful and happy to work with the project (with CEDRO, specifically) and 
had nothing but praise for the team, especially the coordinator of that region. Other local 
authorities in different regions expressed similar sentiments. 
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3.1.6 Project Response to Midterm Evaluation Recommendations 

The midterm evaluation conducted in late 2009 seems to have had a powerful impact on project 
staff. IYF staff has worked hard to implement some of the recommendations. Most notably, the 
monitoring and evaluation (M&E) specialist focused on systematizing the different monitoring 
instruments used by each subcontractor to track children. According to the various program 
coordinators, the M&E specialist worked closely with them to revise their instruments, clarify 
terminology and concepts, and require timely reports on the numbers of children participating in 
educational services, including those who could be classified as “completers.” 

Since the midterm evaluation, the project also seems to be working more closely and consistently 
with the CPETI and ILO-IPEC. They have worked specifically to strengthen the CPETI by 
working collaboratively (with CPETI and ILO) to develop materials for awareness-raising 
campaigns, and by providing the CPETI with a full-time consultant for three months, paid by the 
project, who would be focused on developing CPETIs at the regional level. 

The midterm evaluation had two related recommendations: 

1. The project should establish a Consultative Committee (proposed in the project 
document) comprising principle representatives from the IYF, its subcontractors, and 
government entities, such as MOL, MOE, MIMDES, and the National Committee for 
Prevention and Elimination of Child Labor. 

2. The project director should convene with the top-level representatives of the three 
subcontractors on a regular basis to discuss progress and problems, data gathering, and 
plans for future actions. The project director should also make site visits as often as 
possible. IYF should reestablish its authority in overseeing the contract, providing 
technical guidance, and requiring results. 

IYF addressed these recommendations in several ways. It hired a former teacher from Fe y A to 
work as a consultant and monitor the work of incorporating child labor issues in the “education 
for work” workshops. This consultant has regular contact with IYF’s education specialist, and 
thus helps to coordinate activities between Fe y A and IYF. As noted above, through the M&E 
specialist, there was more work in systematizing the monitoring and evaluation of all 
three subcontractors. 

Instead of the Consultative Committee described in the program document and highlighted by 
the midterm evaluator, there were two committees created: the Directors’ Committee 
(comité directivo) and the Technical Committee (comité técnico). The evaluator was told that the 
comité técnico includes only IYF and CEDRO and meets twice each month. The comité 
directivo includes the directors of all three subcontractors as well as IYF’s staff, but met only 
when needed. The evaluator was told by the directors of CEDRO and the Prepárate Project that 
the project tried to convene this Consultative Committee. Both directors insisted, however, that 
the different ideologies and strategies utilized by each organization made it difficult for all 
organizations to come together regularly, so the project chose instead to organize the two 
committees. The evaluator was unclear as to why differences in ideologies and strategies would 
necessarily make coordination between these organizations and other national stakeholders 
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impossible, but no other explanations were offered. Strong, centralized leadership by the project 
could have been helpful in overcoming these challenges. 

The evaluator found that the project could have benefitted from the creation of a Consultative 
Committee, particularly given the problems with management and coordination cited by the 
midterm evaluation. While distance and cost were cited as the principle reasons why there could 
not be more frequent meetings of all teams, this illustrated a deeper problem of oversight and 
coordination. In many ways, all organizations are accustomed to working independently, and this 
is not necessarily negative. CEDRO and Fe y A seemed most comfortable with this arrangement, 
but from conversations with CHSA team members, the evaluator gathered that this organization 
would have welcomed more support and communication from the project. 

Moreover, this lack of project cohesion has led to a lack of project representation. In most of the 
project sites visited, beneficiaries, teachers, and others talked less about the project as a whole, 
and more about the organization working with them. This is not necessarily problematic, but a 
more unified front may have provided more opportunities for collaboration, connection, and 
identification with project goals. Some members of teams noted that more guidance from the 
project would have been useful. They all cited teacher training workshops and other similar 
spaces as important, but would have appreciated more opportunities to come together with others 
in situations similar to their own. Having “encounters” where teachers, team members, and even 
parents could come together to share experiences would have been a useful exercise and an 
important way of highlighting the relevance of the project goals. 

In all of its locations, the project could have benefitted from occasional visits from the project 
director. Having a more visible presence at all project sites (but especially Iquitos and Trujillo) 
would have been an important morale boost to project teams in these areas. Also, the visits 
would have been useful to the project director as a way of learning more about project activities, 
and the various teams’ concerns and experiences. 

3.2 LESSONS LEARNED/GOOD PRACTICES 

Though there were some missteps and problems of coordination between the grantee and 
subcontractors, there are some important lessons that can be discovered. 

1. The criteria for the selection of subcontractors should include significant experience in 
the area of child labor. Having more in-depth knowledge in this work could have resulted 
in prior understanding that most working children in Peru attend school in addition to 
working. This knowledge could have been anticipated and taken into account in the 
project’s design and strategies. 

2. The channels of communication should be clearer and used more effectively between 
USDOL, grantees, and subcontractors. Many interviewees sought to explain 
miscommunication by identifying only one party as the cause of challenges. This 
miscommunication resulted in moments of tension, like the revision of contracts after the 
audit, which have long-lasting effects. The project could have sought out more positive 
avenues for addressing the challenges associated with implementation and resolving 
audit findings. 
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3. The relationship between grantees and subcontractors should be one with a clear division 
of labor but also one of close collaboration. This project could have been more than the 
sum of its parts had the constituent teams and beneficiaries seen themselves as one 
consolidated and coordinated project, rather than having disjointed (though often 
effective) efforts. 

Additionally, hiring local and young personnel, like those recruited by the Iquitos team, should 
be considered a good practice in taking advantage of local knowledge and finding staff that 
identify with young people. 

Another good practice is working closely with community leaders and local authorities in a 
collaborative and horizontal spirit. The project’s ability to work with local leaders in identifying 
and securing sites and spaces for project services is invaluable. 
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IV EVALUATION FINDINGS—EFFECTIVENESS 

4.1 FINDINGS 

This section provides an analysis of the effectiveness of the direct educational services aimed at 
the withdrawal of children from the WFCL and/or the prevention of child labor, as well as efforts 
to raise awareness and coordinate with state authorities in developing and implementing long 
term strategies. On the whole, the project was able to meet most of its objectives, although the 
progress in each region varied. 

The project has accurately identified and targeted children engaged in or at risk of working in the 
project target sectors. In Iquitos, the project works with sexually exploited children, as well as 
children at risk of sexual exploitation. For example, the evaluator visited one beneficiary and her 
family who were living in a “clandestine hotel,” a location known for sexual encounters between 
men and young children. In Callao, Lima, and Trujillo, the project works closely with youth who 
have been working in (or are at risk of entering) drug trafficking networks, as well as street and 
market vendors. 

The project’s introduction of a prevention program in a school network has been particularly 
effective in the schools of Fe y A. While not all project services are offered in all Fe y A schools 
(18 schools are currently sites of prevention and withdrawal services), the organization has been 
able to implement a system-wide program of prevention and awareness-raising through the 
integration of child labor themes in their curriculum. This systematic approach bodes well for the 
projection and amplification of project goals—crucial dimensions of sustainability. 

4.1.1 Effectiveness of Direct Action Interventions 

For a large majority of beneficiaries, the project has demonstrated effectiveness in withdrawing 
and preventing children from situations of exploitive child labor. According to internal project 
documents, the project has met their goal of withdrawing 5,250 children from the WFCL, and 
preventing another 5,250 from entering exploitive labor situations. This success is due largely to 
the effectiveness of the education services and awareness-raising provided by the Prepárate 
Project. Briefly, this section will discuss the strengths and weaknesses (if any) of each service. 

4.1.2 Accelerated Education 

This educational model has been a particularly effective strategy in removing children from 
exploitive labor contexts and preventing many from entering those situations. Given the lack of 
educational opportunities in Peru, and the severe problem of children falling several grades 
behind in school, accelerated education has been embraced by communities at all four project 
sites. Parents talked proudly about seeing clear results in their children’s learning capacities, and 
their motivation to return to school. Teachers also noted a clear impact on children, and on their 
own teaching styles, which they proudly acknowledged were enhanced through teacher training 
workshops. An important achievement of the project has been to work with school directors and 
ask them to provide spaces in their schools for accelerated education courses, thus increasing 
awareness not only of the problem, but also of possibilities for change and development of 



Independent Final Evaluation of the Combating Exploitive 
Child Labor in Peru Project: Prepárate para la Vida 

~Page 24~ 

educational models that work. Teachers and team members working with accelerated education 
evaluate each child’s advancement regularly, and are in close communication with families of 
the children in an effort to keep parents involved in their children’s education. 

While this component takes different shapes (for example, whether courses are taught in schools, 
referral centers for children who are out-of-school and waiting to be “re-inserted” into school, or 
through a technical education program), these services have clearly developed children’s self-
esteem. Specifically, the evaluator witnessed the development of what some have called the 
“capacity to aspire,” a crucial component of these services. One of the children spoken with at a 
referral center, a 14-year-old boy, said that he used to work long hours using heavy machinery 
while helping a carpenter. Thanks to the project, he now realizes that he is very good at math, 
and wants to finish school so he study engineering at a university. The children in the various 
accelerated education courses were all deeply engaged with class materials; they were laughing 
as they practiced how to divide fractions, or how to create sentences; and they responded happily 
and eagerly to the evaluator’s questions and comments. These children also demonstrated the 
capacity to aspire, and said that now they dream of being doctors, reporters, computer analysts, 
teachers, and chefs. 

Finally, this education model has clearly demonstrated the link between children who work and 
children who are behind in school. Parents and teachers have become aware of the impact of 
working on children’s educational and future professional opportunities. They are now more 
willing to examine the impact of work on their own professional lives (a strategy often used by 
project teams), and are more open to challenging the prevailing notion in Peru that working has a 
positive influence on children. 

4.1.3 Referral Centers 

Like accelerated education, these centers, and the programs offered for children and youth in 
them, have had visible success. Almost all the centers visited were brightly decorated and had 
artistic and other works created by students pasted on walls and ceilings. There were usually 
between 10 and 20 children and adolescents at these centers, most of whom were considered 
out-of-school youth. Both CEDRO and CHSA work with referral centers. In the case of CEDRO, 
teams of three young adults work closely with youth on different activities including: 
(1) a version of accelerated education, (2) help with homework, and (3) preparation for 
technical/vocational schools (CETPROs). Youth in these centers, like those in accelerated 
education courses, seem happy and engaged. They also talked about being motivated to finish 
school, work less, and for those who continue to work, be exposed to better working conditions. 

Many of the students at these centers were also participating in Fe y A IRFA classes. During 
several visits, these students were taking their IRFA exams with the assistance of the team 
members at these centers. Part of the effectiveness of the work done through the referral centers 
is also connected to the project teams’ collaboration with communities. In the case of CEDRO, 
all of the referral centers are spaces that the community helps CEDRO identify and acquire 
temporarily. In one case, a mother of two beneficiaries offered her house as a center. This is 
especially important in terms of community buy-in and for raising awareness about child labor 
and the work of the project. The centers also provide space for mothers (and other relatives like 
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aunts and grandmothers) to meet and discuss common problems or concerns. Moreover, parents 
and relatives can verify that their children are participating and engaged in their studies. 

4.1.4 Home Visits and Tutorías 

As noted above, visits and tutoring sessions in the home are especially effective in garnering the 
support and buy-in of communities. The evaluator spoke with parents who noted that these 
activities made them feel that the project really cared about their children. Not only were 
children asked to attend school and classes at referral centers, but promotores (promoters) and 
project team members visited them in their homes and worked with the children to learn about 
their lives. The effectiveness of this strategy has also made an impact on those making the home 
visits. The experiences are often eye-opening and help staff better understand the socioeconomic 
and familial conditions that might lead a child to work and possibly hamper their education 
opportunities. Also, staff visit homes when children miss a session at the referral center or 
school, thus letting them know that they are missed and that someone is paying attention. 

4.1.5 Education for Work 

The Education for Work workshops, which are part of Fe y A’s curricular offerings throughout 
schools in Peru, are perceived by parents and community members as one of the most effective 
components of the project. Youth are excited to learn different technical skills that will be useful 
once they complete school. The workshops keep them in school longer than usual, which is another 
way of preventing children’s exposure to potentially exploitive labor conditions. During a visit to a 
Fe y A school that held several workshops, one teacher suggested that the message of working 
against child labor seemed somewhat contradictory in workshops that are expressly focused on 
helping students prepare for work. The project coordinator at that school responded immediately 
that the workshops are designed, in part, to help children understand the difference between 
exploitive labor and “work with dignity.” Teachers in each workshop are asked to work 
collaboratively and creatively to integrate the problem of child labor into their work. This was done 
most effectively in workshops on computer technology, where children learn how to create their 
own web pages, develop PowerPoint presentations, and learn about global forums on child labor at 
the same time. Students showed the evaluator their PowerPoints on the WFCL, and talked about 
their thoughts regarding web discussion groups that focused on children and work in Peru. 

4.1.6 Technical High Schools and Professional Schools 
(IRFA/CETPROs) 

Fe y A’s IRFA program has been an effective way of keeping youth engaged in their education 
and committed to finishing school. Many of the beneficiaries have participated in the IRFA 
program and then received help in completing the program at CEDRO’s referral centers. 
CEDRO has worked closely with Fe y A in this effort. CEDRO staff also work with beneficiaries 
to prepare them for entry in CETPROs. Youth find this very worthwhile, so they attend sessions 
at the center regularly. 
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4.1.7 Psychological Services 

Psychological services are offered to beneficiaries and their parents by CHSA in Iquitos and 
CEDRO in Callao, Lima, and Trujillo. These services are woven into CHSA’s program and 
CEDRO’s program in Trujillo, and they are especially effective in addressing the needs of 
beneficiaries and parents, particularly mothers. However, these services could have been 
integrated more fully into the project design and strategies. There was always greater need for 
these services, even where they already existed. 

4.1.8 Additional Support for Families 

This service is important and has been effective in returning students to schools, and ensuring 
that they remain in school. In cases of extreme poverty, helping families with school uniforms or 
with food for school lunches, for example, can make the difference between whether or not 
children attend school. Helping undocumented students obtain Peruvian national identification 
has also been an important strategy for removing children from the WFCL and enrolling them 
in school. 

4.1.9 Teacher-training Workshops 

While not a direct educational service, teacher-training workshops play an important role in the 
development and refinement of educational services. The frequency of teacher training has been 
particularly effective in (1) keeping teachers up to date on innovative pedagogical techniques, 
(2) serving as a tool to evaluate their progress, and (3) receiving feedback from other teachers 
about what is working and what is not. Teachers also participate in discussions and workshops 
about the connections between child labor and educational problems for children, something 
which they take into account during their work with children. What has been particularly 
effective is that all teachers in schools where accelerated education classes take place are 
welcome to participate in teacher training, thus expanding the reach of these new methodologies 
and ideologies. 

4.1.10 Quality of Educational Materials 

The educational materials used in all four project sites are of excellent quality. All textbooks 
were revised after initial use and in response to feedback from teachers and other stakeholders. 
The evaluator reviewed several of these books and other materials and found them to be 
culturally appropriate. The materials used for teacher training and for work with parents (raising 
awareness about child labor) were also well developed. 

All of these services and the materials developed have in various ways increased educational 
opportunities for children and adolescents and increased awareness of the dangers of child labor 
among teachers, parents, community leaders, and other stakeholders. 
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4.1.11 Relationship with Government of Peru and Civil Society 

Through the project director’s connections with government officials, the project has managed to 
develop important relationships with certain government entities. Specifically, the project 
supports the creation of a Congressional Multiparty Commission on the Eradication of the Worst 
Forms of Child Labor, a commission that was consolidated with the unanimous support of the 
Peruvian Congress on June 17, 2010. Also, the project effectively strengthened the work related 
to child labor in MOL through its efforts with CPETI, especially in terms of solidifying alliances 
between CPETI and other organizations working on child labor, such as ILO-IPEC. Similarly, 
the project’s work with MOE via local branches of the Dirección de Tutoría supported the 
actions of local authorities, especially in Trujillo and Iquitos. However, the project did not seem 
to have many ties to MIMDES. Additionally, while the work with MOE through the Dirección 
de Tutorías is important, the project could have done more to further develop the relationship 
with MOE. One of the midterm evaluation recommendations was that a formal agreement should 
be signed between USDOL and the MOE in support of the USDOL educational interventions. 
The project could have done more to facilitate this, especially given the project director’s 
personal ties to different personnel at MOE and elsewhere. 

As mentioned earlier, the project has important ties to key organizations in civil society, at 
national and international levels that are working on child labor issues. These organizations 
include the Red, the Marcha, and Telefónica’s ProNiño project. The evaluator met with 
representatives from all three organizations, who confirmed that they consider the project part of 
a growing network of organizations concerned with raising awareness about child labor issues in 
the country. Also, the project also has a close working relationship with ILO-IPEC. 

Finally, as noted in the relevance section, the close work done with community leaders, 
especially in the initial phases of identifying children and communities, is crucial in terms of 
promoting community buy-in. Although the evaluator was unable to speak with community 
leaders, project teams, teachers, parents, and beneficiaries all said integral community 
involvement was an important component of the work. More could have been done to further 
integrate community leaders into the design of the project and implementation of project goals. 

4.1.12 Effectiveness of Monitoring Systems 

As noted earlier, the midterm evaluation raised some concerns about the project’s monitoring 
capacity. The evaluator also noted that there was quite a bit of diversity in terms of the 
monitoring instruments used by different subcontractors, as well as some confusion about 
definitions of terms and tracking systems. Since the midterm evaluation there has been clear 
progress in systematizing monitoring systems. The M&E specialist has worked closely with 
coordinators on each team to develop monitoring instruments that work best in each zone. The 
specialist refined instruments and made them much more detailed than previously. This task was 
challenging given that it required staff on each team to be re-trained to use these different 
instruments, and change their approach to tracking and working with families and beneficiaries 
more than half-way through the project. 
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Coordinators and team members in each of the four zones talked about their frustrations with this 
aspect of the project. The director of one of the organizations told the evaluator that this change 
(along with the renegotiation of contracts half-way through the program) meant that they were 
working on a project that they had not committed to originally. Many also noted that this 
impacted the effectiveness of their work with communities. Adding a variety of detailed 
questions (perceived as invasive by many beneficiaries and families) to monitoring instruments 
made it more difficult to build on the trust that had already developed. Moreover, the project 
asked that teams go back to beneficiaries who had already completed educational services to re-
track them in order to count the children as withdrawn and/or prevented. This task was perceived 
as a significant waste of time and resources, and one that took away from the project’s 
effectiveness and efficiency. 

While teams on the ground understood the logistical challenges faced by IYF, they were 
resentful about the lack of clarity from the beginning of the project. Additionally, several 
promoters in the field raised doubts about how well numbers (and monitoring forms signed by 
parents to verify that their children were no longer working) translated to reality. Many noted 
that had IYF worked more closely with each team to develop monitoring instruments, and had 
they been clearer from the start of the project about monitoring expectations, these interruptions 
and changes would have been unnecessary. 

Despite these challenges, the instruments most recently revised to monitor the project’s progress 
are well-designed and have been used effectively by the four teams since the midterm evaluation. 
These instruments have been able to monitor key indicators such as the hours worked and 
number of children withdrawn or prevented from the worst forms of child labor. These 
instruments have also been able to provide regular opportunities to gauge the effectiveness of 
training for teachers and awareness-raising for parents. 

4.1.13 Effectiveness of Management 

As noted earlier, the project director should have been more present in the field. Even if cost and 
time did not allow for travel to a majority of the schools and referral centers, having a more 
refined awareness of what is happening in the field would have helped him with decisions about 
implementation and management. This also would have boosted the morale of promoters and 
others working in the field that often felt isolated and inadequately supported. Along the same 
lines, the lack of project cohesion, seen as organizational autonomy by some and a lack of 
coordination by others, led to some missed opportunities: 

• The Consultative Committee was never created. This would have been an important 
space for coordination and support for work done by other governmental and 
nongovernmental organizations. 

• With more effective management and better coordination, CEDRO, CHSA, IYF, and 
Fe y A could have worked together to organize a wide-ranging national awareness 
campaign on the theme of child labor. One of the organization’s directors emphasized 
this as particularly frustrating. She said that she tried to create a more expansive 
campaign, but when it became clear that coordination between organizations would not 
happen, she devoted her energy toward an awareness campaign at the regional level. 
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• Lack of coordination also led to a lack of space for encounters between teams. While 
there were a few moments staff were together as part of training and awareness-raising 
workshops, many team members said that it would have been useful to have more 
informal spaces for sharing their different experiences, and for meeting one another. Such 
a simple exercise could have also promoted a sense of community and common goals 
among the different teams. 

4.2 LESSONS LEARNED/GOOD PRACTICES 

There are a number of important lessons that emerged from these experiences. 

• The highly effective strategies of home visits and referral centers highlighted the 
importance of finding multiple points of contact between education systems, children, 
and their families. Working with children, as all the local teams know, means working 
with adults (such as fathers, mothers, and grandmothers). 

• Parents in general and mothers in particular become increasingly involved and spend 
considerable time at referral centers. Therefore, strategies should be designed to integrate 
parents more fully into educational activities, which can benefit them and their children. 

• The local success of the teams contrasts with the lack of coordination in putting together 
a national-level awareness campaign and policy network. While the most important work 
of the project occurs in the engagement with beneficiaries, the lack of coordination 
among the leadership of the various organizations resulted in some missed opportunities 
to be more effective. 

• Allowing non-project teachers in participating schools to take part in teacher training 
sessions is a good practice. This expands the reach of new methodologies, and works 
toward raising awareness of child labor issues. 
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V EVALUATION FINDINGS—EFFICIENCY 

5.1 FINDINGS 

5.1.1 Cost-efficiency 

Examining the budgetary expenditures as a whole, it seems that overall resources have been 
distributed efficiently among subcontractors, with priority given to direct actions and salaries. 
While there was some initial confusion about budgetary distribution, since the midterm 
evaluation, there has been an effort to consolidate control over budgets with IYF. In reviewing 
budgets and speaking with various project staff, several concerns did emerge in terms of 
cost-efficiency. 

• In the case of CHSA in Iquitos, the team could have used more resources given the high 
cost of living and the increased difficulty in finding qualified personnel. Additionally, 
providing funds for the referral center in Iquitos (funds to support buying a space, rather 
than renting) would have gone a long way toward project sustainability in that zone. 

• The shift in strategy from a regional to a national focus also directed funds toward work 
with CP, which remains unused. These funds could have been better utilized in regional 
and local contexts, or used toward a national awareness-raising campaign. 

• Some of the funds allocated to IYF Baltimore could have been used for project activities 
in Peru instead. 

5.1.2 Efficiency of Project Strategies 

The evaluator was extremely impressed with what each of the project teams were able to 
accomplish with modest amounts of funds and few resources. All teams worked creatively to use 
resources efficiently. The level of engagement and commitment on the part of members of all 
teams was also remarkable. The project managed to attract highly-skilled young people not only 
as hired staff, but also as volunteers and interns who supported the work of the project without 
using project funds. In Iquitos and Trujillo, project coordinators utilized their connections to 
local universities to find ways of incorporating colleagues and students into project activities. 
They opened up training and awareness-raising workshops to teachers and parents not directly 
involved with the project, thus expanding the reach of the project while making good use of 
project resources. In several cases (especially in Iquitos and Trujillo), project coordinators were 
able to leverage resources from other projects, institutions, and entities to be used toward 
project activities. 

5.1.3 Monitoring 

As described in the last section, the monitoring system was one of the project’s weaknesses. The 
lack of efficiency of the monitoring system stemmed in part from the project’s lack of cohesion 
and coordination. Each subcontractor used their own monitoring instruments and had different 
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definitions and approaches for tracking beneficiaries. There was also a lack of clarity from IYF 
from the beginning in terms of monitoring and recording numbers. 

However, since the midterm evaluation and audit, the new M&E specialist spent much time 
refining monitoring instruments, clarifying USDOL requirements, and going over tracking 
systems with subcontractors. All subcontractors are now expected to monitor each beneficiary 
and complete the appropriate paperwork once every six months. According to interviews with 
project teams, many check in on beneficiaries more often than required. The M&E specialist 
worked especially close with CHSA to combine the instruments that she developed based on 
USDOL requirements, with those that her team in Iquitos and the project coordinator had 
initially developed. 

These changes were perceived as disruptions by subcontractors, and led to much frustration, 
especially about having to re-track beneficiaries and modify instruments half-way through the 
project, instead of spending time providing direct educational services to youth and support to 
families. Despite these initial challenges, the system for monitoring beneficiaries now seems 
much more streamlined and efficient in terms of reporting accurate numbers. The CEDRO team 
meets with all its members once each week to record details for each beneficiary; the education 
specialist works closely with the consultant hired to monitor beneficiaries participating in Fe y A 
schools, and CHSA meets weekly to record tracking information for all beneficiaries. 

5.2 LESSONS LEARNED/GOOD PRACTICES 

The main lesson that emerges with regard to efficiency relates to the already stated problem of 
coordination; the project often seemed like several projects rather than one coordinated effort. 
Better communication, coordination, and planning would have helped generate a common 
monitoring process from the outset that could have resulted in gains in efficiency and 
sustainability. 

A second lesson relates to the larger tension that emerges when there is more focus on effective 
monitoring than the educational strategies and work with beneficiaries, which the teams see as 
their primary goal. 
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VI EVALUATION FINDINGS—IMPACT 

6.1 FINDINGS 

6.1.1 Impact on Beneficiaries, Partner Organizations and Government 

The project had an important impact on beneficiaries, teachers, local government, and many 
other stakeholders. The evaluator spoke to several mothers and other relatives (aunts, 
grandmothers, and one father) in each region, and in all cases, they expressed gratitude for the 
work done by project teams. All of them said that their children were improving in school 
resulting in better grades, more interest studying, and their homework assignments. Many also 
commented about the project’s impact on their children’s attitudes. This seemed to be especially 
important and relevant, as children who become more thoughtful and responsible are more likely 
to study and less likely to leave school and “be in the streets” or “make trouble.” This change in 
attitude was also noted by beneficiaries, especially girls. One young girl interviewed in Trujillo 
said that initially she was not so sure about attending sessions at the referral center because of the 
crudeness of the boys’ jokes and their disruptive attitudes. But she stuck with it and noticed a 
change in all of the students, male and female, in a few weeks. This striking example spoke well 
of the work performed at the referral centers. 

Below are additional details on the project’s impact at local, regional, and national levels. 

The project’s impact at the local level was most obvious when speaking with beneficiaries and 
their families. The home visits conducted by project staff had a particularly powerful impact on 
parents and their children. Parents, children, and other relatives mentioned these visits several 
times during conversations. By the time staff visited the homes of several mothers, these parents 
said that the project was real and began to see the value of it. They said that many people come 
by their home when they want something, but rarely return. The continuous nature of these visits 
demonstrated the project’s commitment, and helped families begin to trust project staff. These 
visits also had an important impact on project staff, to learn more about the complex realities of 
children’s lives at home. 

This individualized work with youth can have a deeper impact at many levels, including the 
sustainability of project goals. Children who have close relationships with individual project staff 
are more likely to talk to those staff if they are in danger of returning to exploitive labor 
conditions. For example, many beneficiaries had cell phone numbers for project staff and could 
reach them at any moment. Similarly, tutoring sessions that took place in the home had a large 
impact. If a beneficiary was unable to make it to a session at the referral center or to class, 
project staff met with them in their homes to go over the material they missed by not attending 
class. Families also appreciated this service; many family members said that this made it clear to 
them that their children matter to the project. During visits to schools and referral centers, the 
evaluator observed children who were engaged, alert, and clearly enjoying their work in the class 
with their peers. In Iquitos, beneficiaries had a clear sense of ownership of the space that is the 
center. In conversations with individual youth, it became clear that many of them are much more 
aware of the different educational options that might be available to them if they are able to 
finish school. 
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One 14-year-old girl told the evaluator that she used to work in a chicken factory but now she is 
studying and wants to go to college. Another young girl said that she used to work peeling chili 
peppers, but she is now studying and wants to become a chef. There were many stories like 
these, which speaks to the impact the project has had on the lives of thousands of young people. 
Many mothers said that their children’s enthusiasm and newfound desire to attend school was 
contagious. They wanted to help their children with homework, and to utilize the time they spent 
at the centers more efficiently. Taking advantage of these spaces to work with mothers would be 
a recommendation for future projects. Finally, judging from conversations with project teams 
and various stakeholders, the work the project has conducted in terms of raising awareness 
among parents, parent associations, school directors, teachers, and others has clearly had an 
impact on these and other stakeholders. 

At the regional level, the project has had an impact in strengthening the regional CPETIs. 
Conversations with local authorities and CPETI technical secretaries in Iquitos and Trujillo made 
it clear that the project coordinators had contributed toward the consolidation of regional 
CPETIs. Help with the coordination of gatherings and support with awareness-raising and 
materials were sometimes what was needed to reenergize committees. The project has also 
signed agreements with Local Planning Education Units (Unidades de Gestion Educativa Local 
or UGELs) in all of the zones in which it works. Additionally, the project has worked closely 
with DEMUNAs and local education and labor offices on raising awareness of child labor at 
local levels. In Iquitos the project worked closely with the local police and even taxi drivers to 
raise awareness about the risks children face in contexts where trafficking and sexual 
exploitation of children is common. Finally, the project worked closely with universities, and 
trained many students who chose to work as volunteers in methodologies useful for working with 
children withdrawn from or at risk of entering WFCL. 

At the national level, the project made a clear impact by meeting their goals of withdrawing 
5,250 children from WFCL, and preventing another 5,250 from entering exploitive labor 
contexts. Also, the project’s contributions toward the creation and approval of the Congressional 
Commission; the support provided to CPETI; and the collaborative work with ILO-IPEC and 
other civil society organizations involved in working against child labor, have left a mark on the 
national stage. 

6.1.2 Impact on Educational Quality 

Interviews with project teachers reveal that the educational offerings of the project are 
significant. Many teachers noted that in an education system as resource-scarce as the Peruvian 
one, the opportunities for continuous training in new and innovative methodologies are few and 
far between. Teachers noted that they had become better and more resourceful in the classroom 
thanks to the methodologies introduced by the project. Even Fe y A, already known for their 
emphasis on high quality education, noted the impact of new methodologies on their teachers 
and administrators. Fe y A signaled its support for these methodologies by indicating a 
commitment to continue teacher training and awareness campaigns with parents and 
communities through work with ILO, especially using SCREAM methodology (Supporting 
Children’s Rights Through Education, the Arts and the Media). Additionally, parents were 
particularly pleased with the improvement in the quality of education their children have 
received. All parents with whom the evaluator met, in addition to teachers, school directors, and 
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local education authorities, spoke highly about the development of quality education through 
project programs. 

6.2 LESSONS LEARNED/GOOD PRACTICES 

There is no doubt that this project has had a profound and positive impact on beneficiaries as 
well as educators. Accordingly, two lessons became clear. 

• Education and educators should expand the horizons and hopes of children. As 
development practitioners think more in terms of fostering capacities, the capacity to 
aspire for a better life should continue to be nurtured. 

• This project has contributed greatly to the development of a significant number of teachers 
and promotores. Strategies for recognizing such talent and making it available for future 
state or international efforts to improve the educational system are vastly needed. 
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VII EVALUATION FINDINGS—SUSTAINABILITY 

7.1 FINDINGS 

All three subcontractors worked independently toward the sustainability of project goals, and 
these efforts are detailed below. Despite the fact that internal documents demonstrate that the 
project has met the goal of withdrawing and preventing 10,500 children from being exploited in 
the WFCL, many of the people the evaluator spoke with (including parents, teachers, and project 
team members) expressed serious doubts about these children and youth remaining out of 
exploitive labor conditions once the project ends. When asked about children staying in school 
and/or out of work, many noted the difference (in their view) between project numbers and 
“real” numbers. While this skepticism is not unusual, it was quite pronounced among those 
working in the field with children and youth, as well as among teachers and parents. This is 
related to the project’s lack of an exit strategy. 

The evaluator was surprised to hear from the project director that there was no well defined exit 
plan. This lack of a clear exit strategy was evident in the reactions of beneficiaries, parents, 
teachers, school directors, and others who were usually surprised and/or dismayed by questions 
related to the end of the project. Parents and teachers in particular were concerned about what 
would happen to children once the project ended. This raised many doubts about the 
sustainability of these and other project goals. 

Nevertheless, as noted earlier, there have been specific efforts made toward sustainability, which 
are worth emphasizing. 

Fe y A has integrated the theme of child labor into their curriculum. This is an important 
achievement and one that insures a significant level of sustainability, especially since this 
curricular change will affect children and teachers at all Fe y A schools throughout Peru, not only 
those participating in the project directly. Additionally, the Fe y A team made clear their 
commitment to continuing to work on raising awareness about this issue, and incorporating the 
methodologies they have acquired into future teacher training sessions. They plan to continue 
working on this with ILO, and using the SCREAM methodology. 

CHSA has managed to find funds that will help them keep the referral center in Iquitos open, 
something that all the parents and beneficiaries seemed very happy about. This is particularly 
important given the sense of ownership that beneficiaries feel when it comes to the center. They 
explain that this is “their space” and students would feel a sense of betrayal if it were to close. 
The CHSA team has been very sensitive to this, and has worked hard to present the end of the 
project more as a transition toward different kinds of work with beneficiaries, teachers, and 
families. CHSA has also developed ties with other organizations and plans to continue some of 
the work started with the project through two new projects beginning in September and October 
of this year. The first is a web design and work re-entry project that will focus on training former 
and new beneficiaries in web-related work. Another project will focus on working with children 
suffering from sexual abuse and exploitation, which in many ways overlaps with the work they 
have been doing over the past four years. Finally, the possibility of support from Telefónica 
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through their ProNiño program still remains. IYF should use their influence to help coordinate 
that support if possible. 

CEDRO plans to continue working on project goals with a school in Santa Anita (Lima) with 
support from PROTISA (a paper company) and MOE via the Dirección de Tutorías. The fact that 
this company has pledged that they will not use child labor, and that they will ask their providers 
to refrain from using child labor, is significant. This could provide interesting possibilities for 
sustainability and also for establishing networks with different actors not yet involved in child 
labor in Peru. Additionally, CEDRO plans to continue working with ILO on teacher training. 

At the national level, the work done to support and strengthen the CPETI and the creation of the 
Congressional Commission are both important steps toward sustainability. The creation of spaces 
for future deliberation and planning is a notable achievement. However, these spaces could have 
played a key role in an exit strategy that may have helped transfer to others some of the 
knowledge, practices, and policies that the project has used and promoted. 

At the regional level, the project’s work with local CPETIs and education bureaus (UGELs) has 
generated experiences which may inform future efforts in this area. The work of the Iquitos team 
with regional networks, including local authorities, taxi driver associations, and other 
organizations, generated considerable goodwill and should have a lasting impact in the region. 
Finally, there is no doubt that the services provided to project beneficiaries resulted in the 
development of important life skills that will hopefully be the foundation for improved 
livelihoods. 

7.2 LESSONS LEARNED/GOOD PRACTICES 

The great success of reaching 10,500 children and adolescents cannot be underestimated. The 
creation of new curricula and the dedication of the various members of CEDRO, CHSA, and 
Fe y A teams will continue to improve the lives of many young people. However, the concern 
about what will happen to these children and others in Peru casts a shadow over even the most 
laudable achievements of the project. 

Much more energy and planning should have been given to thinking about an exit plan for the 
project. Additionally, greater planning should have been devoted to strategies for transferring 
some of the pedagogical and other human resources that have been generated by this project. 
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VIII CONCLUSIONS AND RECOMMENDATIONS 

8.1 CONCLUSIONS 

As the project comes to its conclusion, it is clear that it has made an important contribution to the 
lives of thousands of children and provided a needed revitalized energy into the national 
conversation about child labor. The professionalism and commitment of all project teams are 
admirable and worthy of recognition. Nevertheless, there are some inescapable conclusions 
about the limits of the Prepárate Project. 

• The construction of the project could have benefitted from the inclusion of subcontractors 
with more experience working in the field of child labor. Although all projects encounter 
moments of readjustment and recalibration, this project seems to have had more than its 
share, perhaps due to the relative lack of experience in this area and some difficulties in 
coordination. 

• There was clear room for improvement in communication on various levels between 
Baltimore, Lima, Washington, and the multiple field sites. Although all parties, from the 
funder, to the grantee and subcontractors, assume a certain amount of responsibility for 
communicating effectively, perhaps a greater responsibility lies with the grantee, which is 
positioned at that critical juncture between many parties. The project director in particular 
has a certain responsibility for articulating a common vision and structure for the project. 
That beneficiaries identified the project with the particular subcontractor in their particular 
zone (the Fe y A Project, the CHSA Project, and the CEDRO Project) is one clear sign that 
this project missed an opportunity to become more than the sum of its parts. 

Finally, the lack of an exit plan is perhaps the most lamentable missed opportunity. Although the 
subcontractors, the new Congressional Commission and the various CPETIs each provide the 
hope of a renewed effort to eradicate the worst forms of child labor in Peru, it is unfortunate that 
such little planning went into sowing the seeds of sustainability for the project goals. 

There are important steps that can and should be taken to make sure that the work done by IYF 
and its subcontractors can enrich future efforts. Thus, this report concludes with some 
recommendations for the short term and beyond. 

8.2 RECOMMENDATIONS 

The following recommendations are offered in the hope of building on much of the good work 
performed by project personnel with beneficiaries and other stakeholders. 

1. Take advantage of the human and social capital generated by the program. As the 
project has contributed to the training of teachers and others who can do much to raise 
awareness about child labor and also provide alternatives to it, there are elements in place 
for the formation of a network of educators that can be part of future efforts. A measure 
as simple as elaborating a list of trained teachers, which can be provided to MOE and 
disseminated widely to others can have important multiplier effects. Teachers that have 
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participated in this project can play a role in future efforts to train new generations of 
teachers. Additionally, the family members and community leaders who saw their 
children benefit from these programs can also help to continue to spread the message and 
work with other programs. Finally, a network of much-needed psychologists that focus 
on child labor can be developed by creating a list of those who worked with this project. 

2. Move from community participation to community ownership. Although community 
members were part of project activities to varying degrees, there is an important 
difference between including community members and creating a sense of community 
ownership of the project. To the extent that community leaders occupy positions within 
the project that are important to decision-making and implementation, the project will be 
seen less as an intervention from outside and more as an organic collaboration that 
remains close to community concerns and priorities. This is crucial to the sustainability of 
project goals. 

3. Improve Project Coordination and Cohesion. Projects that work with various 
subcontractors and in multiple sites invariably face coordination challenges. Although 
there were certain areas in which effective communication did take place, many 
interviews suggest that there were also missed opportunities to coordinate awareness-
raising work and enhance community involvement. Greater efforts to synchronize 
activities and share experiences among project staff and community leaders would have 
enhanced project impact, effectiveness, and sustainability. 

4. Use of Remaining funds. As many of the national-level projects were never completed, 
there are resources that could be used for one last set of events or meetings that might 
bring together some of the teachers, children, and families from the various zones. 

5. Telefónica Project. As Telefónica is currently searching for community partners to work 
in Iquitos, the project should do what it can to help position CHSA to take advantage of 
this opportunity. 

6. Increase work with families. As parents, and mothers in particular, are often very 
involved in new educational programs, activities should be designed for them and with 
them in mind. 

7. Coordinate USDOL calendars with Peruvian academic ones. Although congressional 
mandates make this a difficult suggestion to implement, the lack of synchronicity 
between USDOL calendars and the various educational calendars of the Latin America 
represent a serious logistical problem. Perhaps projects could be expanded to 4.5 years, 
allowing some flexibility in initiating and concluding program activities. 

8. Work with smaller numbers of beneficiaries. While reaching 10,500 children is a 
tremendous achievement for the project, working with smaller numbers of beneficiaries 
may help alleviate the tensions that emerge between focusing on meeting numerical goals, 
rather than focusing on the quality and intensity of service to each individual beneficiary. 
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9. Psychological services should be more fully integrated into project design. Given the 
nature of the work conducted with beneficiaries and families, psychological and 
counseling services are in constant demand by parents, teachers, and others. Projects 
should include psychological services and training as a key project strategy for removing 
and preventing children from entering the WFCL. 

10. Work with teachers, but not only as teachers. Teacher training is a crucial component of 
EI projects. However, projects might also conduct awareness-raising work with teachers 
that recognize them as parents and local leaders, not just in their capacity as teachers. 

11. Raising awareness at the national level. It is important to raise awareness at the 
national level, particularly by coordinating the efforts of all members of the project, and 
by working collaboratively to develop and implement a national awareness campaign via 
different media sources. 
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Cooperative Agreement Number: E-9-K-6-0113

Financing Agency: U.S. Department of Labor

Grantee Organization: International Youth Foundation

Dates of Project Implementation: September 30, 2006–September 29, 2010

Type of Evaluation: Independent Final Evaluation

Evaluation Field Work Dates: July 5–19, 2010
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Total Project Funds from USDOL Based on 
Cooperative Agreement: US $5,090,000

Vendor for Evaluation Contract: ICF Macro, Headquarters, 
11785 Beltsville Drive 
Calverton, MD 20705 
Tel: (301) 572-0200 
Fax: (301) 572-0999

I BACKGROUND AND JUSTIFICATION 

The Office of Child Labor, Forced Labor, and Human Trafficking (OCFT) is an office within the 
Bureau of International Labor Affairs (ILAB), an agency of the U.S. Department of Labor 
(USDOL). OCFT activities include research on international child labor; supporting 
U.S. government policy on international child labor; administering and overseeing cooperative 
agreements with organizations working to eliminate child labor around the world; and raising 
awareness about child labor issues. 

Since 1995, the U.S. Congress has appropriated over $780 million to USDOL for efforts to 
combat exploitive child labor internationally. This funding has been used to support technical 
cooperation projects to combat exploitive child labor in more than 80 countries around the world. 
Technical cooperation projects funded by USDOL range from targeted action programs in 
specific sectors of work to more comprehensive programs that support national efforts to 
eliminate the worst forms of child labor as defined by ILO Convention 182. USDOL-funded 
child labor elimination projects generally seek to achieve five major goals: 

1. Withdrawing or preventing children from involvement in exploitive child labor through 
the provision of direct educational services. 

2. Strengthening policies on child labor and education, the capacity of national institutions 
to combat child labor, and formal and transitional education systems that encourage 
children engaged in or at risk of engaging in exploitive labor to attend school. 
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3. Raising awareness of the importance of education for all children and mobilizing a wide 
array of actors to improve and expand education infrastructures. 

4. Supporting research and the collection of reliable data on child labor. 

5. Ensure the long-term sustainability of these efforts. 

The approach of USDOL child labor elimination projects—decreasing the prevalence of 
exploitive child labor through increased access to education—is intended to nurture the 
development, health, safety, and enhanced future employability of children engaged in or at-risk 
of entering exploitive labor. 

USDOL reports annually to Congress on the performance of its program. As these programs 
have developed, an increasing emphasis has been placed on ensuring that the data collected by 
grantees are accurate, relevant, complete, reliable, timely, valid and verifiable. 

In the appropriations to USDOL for international child labor technical cooperation, the 
U.S. Congress directed the majority of the funds to support the two following programs.12

International Labour Organization’s International Programme on the 
Elimination of Child Labor (ILO-IPEC) 

 

Since 1995, the US Congress has appropriated some $450 million to support the International 
Labor Organization’s International Program on the Elimination of Child Labor (ILO-IPEC), 
making the U.S. Government the leading donor to the program. USDOL-funded ILO-IPEC 
projects to combat child labor generally fall into one of several categories: comprehensive, 
national Timebound Programs (TBP) to eliminate the worst forms of child labor in a set time 
frame; less comprehensive Country Programs; sector-specific projects; data collection and 
research projects; and international awareness raising projects. In general, most projects include 
“direct action” components that are interventions to remove or prevent children from 
involvement in exploitative and hazardous work. One of the major strategies used by IPEC 
projects is to increase children’s access to and participation in formal and non-formal education. 
Most IPEC projects also have a capacity-building component to assists in building a strong 
enabling environment for the long-term elimination of exploitive child labor. 

Child Labor Education Initiative 

Since 2001, the US Congress has provided some $269 million to USDOL to support the Child 
Labor Education Initiative (EI), which focuses on the elimination of the worst forms of child 
labor through the provision of education opportunities. These projects are being implemented by 
a wide range of international and non-governmental organizations as well as for-profit firms. 
USDOL typically awards EI cooperative agreements through a competitive bid process. 

                                                 
12 In 2007, the US Congress did not direct USDOL’s appropriations for child labor elimination projects to either of 
these two programs. That year, USDOL allocated $60 million for child labor elimination projects through a 
competitive process.  
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EI projects are designed to ensure that children in areas with a high incidence of child labor are 
withdrawn and integrated into educational settings, and that they persist in their education once 
enrolled. In parallel, the program seeks to avert at-risk children from leaving school and entering 
child labor. The EI is based on the notion that the elimination of exploitative child labor depends, 
to a large extent, on improving access to, quality of, and relevance of education. Without 
improving educational quality and relevance, children withdrawn/prevented from child labor 
may not have viable alternatives and could resort to other forms of hazardous work. EI projects 
may focus on providing educational services to children removed from specific sectors of work 
and/or a specific region(s) or support a national Timebound Program that aims to eliminate the 
worst forms of child labor in multiple sectors of work specific to a given country. 

Other Initiatives 

Finally, USDOL has supported $2.5 million for awareness-raising and research activities not 
associated with the ILO-IPEC program or the EI. 

Project Context 

In Peru, children in the informal sector work as street vendors and street performers, beggars, bus 
assistants, shoe shiners, artisans, car washers, or scavengers in garbage dumps. Children, mainly 
girls, also work in domestic service in third-party homes, and are vulnerable to physical and 
sexual abuse. Some children, especially girls from the poorest areas of the country, are victims of 
trafficking for commercial sexual exploitation, forced labor and domestic service.13

USDOL has provided US$6.59 million to combat exploitive child labor in Peru, as well as an 
additional US$14.65 million to regional efforts in South America that included Peru. Three 
regional projects which included Peru were implemented by ILO-IPEC to address issues such as 
small-scale gold mining, exploitive domestic labor, and commercial sexual exploitation of 
children.

 

14 The most recent of these projects, which ended in 2007, withdrew 2,036 children 
from exploitive work and prevented 3,582 children from entering such activities.15

                                                 
13 USDOL, “2008 Findings on the Worst Forms of Child Labor,” Peru Country Report, p. 302. 

 

14 USDOL, “Project Status—Americas,” http://www.dol.gov/ilab/projects/americas/project-americas.htm. 
15 USDOL, “2007 Findings on the Worst Forms of Child Labor,” Peru Country Report, p. 273. 



Independent Final Evaluation of the Combating Exploitive 
Child Labor in Peru Project: Prepárate para la Vida 

~Page A-4~ 

USDOL-funded Projects in Peru 

   

    

    

    

    

    

  

  

  

Years Grantee Project Amount

2002–2006 World Learning Combating Child Labor Through Education in Peru $1,500,000

2006–2010
International 
Youth Foundation Prepárate para la Vida (Get Ready For Life) $5,090,000

2000–2005 ILO-IPEC

Program to Prevent and Progressively Eliminate Child 
Labor in Small-Scale Traditional Gold Mining in South 
America, Phases 1 & 2 $4,480,000

2001–2005 ILO-IPEC
The Prevention and Elimination of Child Labor 
Domestic Labor in South America $4,670,000

2004–2007 ILO-IPEC

Prevention and Elimination of Child Domestic Labor 
(CDL) and Commercial Sexual Exploitation of Children 
(CSEC) in Chile, Colombia, Paraguay and Peru $5,500,000

Total Peru and Regional $21,240,000

Peru Only Total $6,590,000

*Regional Total $14,650,000

The Government of Peru has ratified ILO Conventions 182 and 138, and is an ILO-IPEC 
participating country. The law sets the minimum age for employment at 14 years, but includes 
provisions for older minimum ages for certain industries, such as agriculture, mining and fishing. 
Children working under age 18 are required to register their work with labor authorities and must 
be issued a permit from the Ministry of Labor. There are also restrictions on the number of hours 
per day and per week that children can work; the law also prohibits work at night for children. 
The Government of Peru has published a list of hazardous work activities from which minors are 
prohibited, including selling alcohol, in sexually exploitive situations, with garbage, with animal 
remains, or lifting heavy weights. Statutes prohibit and provide penalties for trafficking 
of persons.16

The Ministry of Labor’s Office of Labor Protection for Minors is responsible for investigating 
illegal child labor practices and the Office of the Ombudsman for Children and Adolescents 
keeps track of child labor law violations and maintains a reporting and tracking system. The 
Peruvian National Police’s Trafficking Investigation Unit investigates trafficking cases. The 
Government of Peru hosts a National Committee to Prevent and Eradicate Child Labor, which 
brings together NGOs, labor unions, and employer organizations within the country to 
implement a National Plan for the Prevention and Eradication of Child Labor. The Ministries of 
Trade and Tourism and Foreign Affairs have also conducted campaigns against child trafficking 
and sex tourism. In addition to projects funded by USDOL, the Government of Peru participated 
in a four-year ILO-IPEC regional project to eradicate child labor in Latin America, funded by the 
Government of Spain, and has cooperated with several NGOs to implement projects funded by 
the US Department of State to combat trafficking in persons.

 

17

                                                 
16 USDOL, “2008 Findings,” p. 302–303. 

 

17 USDOL, “2008 Findings,” p. 303–304. 
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Prepárate para la Vida (Prepa) Project in Peru 

On September 30, 2006, International Youth Foundation (IYF) received a 4-year Cooperative 
Agreement worth $5.09 million from USDOL to implement an EI project in Peru, aimed at 
withdrawing and preventing children from exploitative child labor by expanding access to and 
improving the quality of basic education and supporting the five goals of the USDOL project as 
outlined above. IYF was awarded the project through a competitive bid process. 

As stipulated in the Cooperative Agreement, the project targets 5,250 children ages 11 to 
15 years for withdrawal and 5,250 children for prevention from exploitive child labor. The 
project provides educational programs to enable progress towards completion of secondary 
school or vocational certification, and focuses on informal urban work in Lima, Callao, Trujillo, 
and Iquitos, including sectors such as street and market vending, micro-drug trafficking, and 
commercial sexual exploitation of children. The goal of the project is to improve access to and 
quality of education as a means to combat child labor in Peru, with objectives of raising 
awareness of the impact of exploitive labor on children; gaining access to children working in 
exploitive conditions, and supporting them with educational opportunities to withdraw them; 
improving the quality of teaching and learning in formal schools; and building government 
capacity to combat child labor at the national level. 

The specific approaches and strategies utilized by the project include: 

• Conducting targeted awareness raising with parents, community members, 
children/youth, and other key stakeholders, as well as widespread media campaigns and 
data dissemination. 

• Hosting seminars with employers associations and chambers of commerce to develop 
ethical codes of conduct regarding children’s legal work practices. 

• Offering educational programs which includes life skills curricula, registration of 
children into shelters if needed, radio-catch-up programs, mentoring and support leading 
to full withdrawal. 

• Improving quality in non-project supported public schools, and reducing absenteeism and 
improving educational quality in project-supported schools. 

• Creating an information system to monitor children’s working and educational status. 

Midterm Evaluation 

A midterm evaluation was conducted in November-December 2008 by John F. Helwig, an 
independent international consultant. The evaluation consisted of document review; individual 
and group interviews with project staff, beneficiaries, and other stakeholders; site visits 
(observation) in Callao, Iquitos, Trujillo, and Lima and a stakeholder workshop. 

The midterm evaluation found that the project had been quite successful in raising awareness 
among key stakeholders and in retaining youth in school. However, the evaluation also revealed 
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significant problems with the management of IYF’s three separate subcontractors as well as design 
flaws in the monitoring of the program and the measurement of its outcomes. The project also 
originally proposed the creation of a Consultative Committee, which had not yet been formed, 
hampering the project’s policy and advocacy outcomes. The evaluation also found that although 
the project mainly targeted out-of-school youth, over 90% of school-aged youth did attend school 
in the selected areas, rendering the out-of-school youth program somewhat unnecessary. 

The key recommendations from the midterm evaluation were: 

• The project should form and activate a Consultative Committee, comprising principle 
representatives from the grantee and its subcontractors; government entities, such as the 
Ministry of Labor, the Ministry of Education (MOE), and the Ministry of Women and 
Social Development (MIMDES) and the National Committee for Prevention and 
Elimination of Child Labor. 

• The project director should convene with the top-level representatives of the three 
subcontractors on a regular basis to discuss progress and problems, data gathering, and 
plans for future actions. 

• The grantee should take the necessary steps to define and organize common concepts, 
so that they can clearly report on the enrollment, retention, and completion of the 
targeted youth. 

• Children who are classified as “completers” should be monitored through the length of 
the project. Plans for tracking and recording children’s progress should be developed and 
incorporated into subcontractor annual work plans. 

II PURPOSE AND SCOPE OF EVALUATION 

OCFT-funded projects are subject to midterm and final evaluations. The field work for final 
evaluations is generally scheduled three months before the end of the project. The Prepárate 
Para la Vida project in Peru went into implementation in September 2006 and is due for final 
evaluation in 2010. 

Scope of Evaluation 

The scope of the evaluation includes a review and assessment of all activities carried out under 
the USDOL Cooperative Agreement with International Youth Foundation. All activities that 
have been implemented from project launch through time of evaluation fieldwork should be 
considered. The evaluation should assess the achievements of the project in reaching its targets 
and objectives as outlined in the cooperative agreement and project document. 

The evaluation should address issues of project design, implementation, management, lessons 
learned, replicability and provide recommendations for current and future projects. The questions 
to be addressed in the evaluation (provided below) are organized to provide an assessment of the 
relevance, effectiveness, efficiency, sustainability, and (to the extent possible) impact on the 
target population. 
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Final Evaluation Purpose 

The purpose of the final evaluation is to: 

1. Assess whether the project has met its objectives and identify the challenges encountered 
in doing so. 

2. Assess the relevance of the project in the cultural, economic, and political context in the 
country, as well as the extent to which it is suited to the priorities and policies of the host 
country government and USDOL. 

3. Assess the intended and unintended outcomes and impacts of the project. 

4. Provide lessons learned from the project design and experiences in implementation that 
can be applied in current or future child labor projects in the country and in projects 
designed under similar conditions or target sectors, including the positive innovations 
which the project introduced. 

5. Assess whether project activities can be deemed sustainable at the local and national level 
and among implementing organizations. 

The evaluation should also provide documented lessons learned, good practices, and models of 
intervention that will serve to inform future child labor projects and policies in Peru and 
elsewhere, as appropriate. It will also serve as an important accountability function for USDOL 
and IYF. Recommendations should focus around lessons learned and good practices from which 
future projects can glean when developing their strategies toward combating exploitive child 
labor. 

Intended Users 

This final evaluation should provide USDOL, IYF, other project specific stakeholders, and 
stakeholders working to combat child labor more broadly, an assessment of the project’s 
experience in implementation and its impact on project beneficiaries. Lessons learned and good 
practices should be used by stakeholders in the design and implementation of subsequent phases 
or future child labor projects in the country and elsewhere as appropriate. The final report will be 
published on the USDOL website, so the report should be written as a standalone document, 
providing the necessary background information for readers who are unfamiliar with the details 
of the project. 



Independent Final Evaluation of the Combating Exploitive 
Child Labor in Peru Project: Prepárate para la Vida 

~Page A-8~ 

Evaluation Questions 

Specific questions that the evaluation should seek to answer are found below, according to five 
categories of issue. Evaluators may add, remove, or shift evaluation questions, but the final list 
will be subject to approval by USDOL and ICF Macro. 

Relevance 

The evaluation should consider the relevance of the project to the cultural, economic, and 
political context in the country, as well as the extent to which it is suited to the priorities and 
policies of the host country government and USDOL. Specifically, it should address the 
following questions: 

1. Does the project design seem to be adequately supporting the five USDOL goals, as 
specified above? If not, which ones are not being supported and why not? 

2. Have the project assumptions been accurate? 

3. What are the main project strategies/activities designed toward meeting objectives in 
withdrawing/preventing children from WFCL? What is the rationale behind using these 
strategies? How relevant were these strategies given the implementing environment? 

4. What are the main obstacles or barriers that the project has identified as important to 
addressing child labor in this country? (i.e., poverty, lack of educational infrastructure, 
lack of demand for education, etc.) Has the project been successful in addressing 
these obstacles? 

5. Is the project design appropriate for the cultural, economic, and political context in which 
it works? 

6. What perceptions of the project do parents, teachers and other community members 
have? Is the project seen as relevant by these stakeholders? 

7. How has the project fit within existing programs to combat child labor and trafficking, 
especially government initiatives? 

8. Does the project work/engage with children from MANTHOC (Movimiento de 
Adolescentes y Niños Trabajadores Hijos de Obreros Cristianos)? If yes, what strategies 
does the project use in its work with these children? If not, why not? 

9. Did the project adjust implementation and/or strategy based on the findings and 
recommendations of the midterm evaluation? 

10. What other major design and/or implementation issues should be brought to the attention 
of the grantee and USDOL? 

11. How successful was the project in reaching its intended target population of children 
engaged in or at risk of entering exploitive child labor? 
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Effectiveness 

The evaluation should assess whether the project has reached its objectives, and the effectiveness 
of project activities in contributing toward those objectives. Specifically, the evaluation 
should address: 

1. Has the project achieved its targets and objectives as stated in the project document? What 
factors contributed to the success and/or underachievement of each of the objectives? 

2. Assess the effectiveness of the “direct action” interventions, including the education 
interventions provided to children (i.e., leveling curriculum, life skills curriculum, 
vocational training and apprenticeship program, psychological services, and formal 
education). Did the provision of these services result in children being 
withdrawn/prevented from exploitive child labor/trafficking and ensure that they were 
involved in relevant educational programs? 

3. Assess the effectiveness of the services in meeting the needs of the target population 
identified in the project document including children prevented and withdrawn from 
labor/trafficking, specifically with regard to the diverse population from which the 
children come. 

4. Assess the effectiveness of the specific models (i.e., the Fe y Alegría, CHSA, and 
CEDRO educational models) on increasing educational opportunities, creating 
community ownership, increasing the capacity of communities, and increasing 
awareness/understanding of the dangers of child labor. 

5. Address the effectiveness of the introduction of a prevention program in a 
school network. 

6. Has the project accurately identified and targeted children engaged in, or at risk of 
working in, the target sectors identified in the project strategy (street and market vendors, 
micro-drug traffickers, other dangerous informal sector work, and sexually exploited 
children in prostitution)? In a larger sense, did they accurately identify the worst forms of 
child labor in the country? 

7. Are there any sector specific lessons learned regarding the types and effectiveness of the 
services provided? 

8. What monitoring systems does the project use for tracking the work status of children? 
Were they feasible and effective? Why or why not? 

9. What are the management strengths, including technical and financial, of this project? 
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Efficiency 

The evaluation should provide analysis as to whether the strategies employed by the project were 
efficient in terms of the resources used (inputs) as compared to its qualitative and quantitative 
impact (outputs). Specifically, the evaluation should address: 

1. Is the project cost-efficient? 

2. Were the project strategies efficient in terms of the financial and human resources used, 
as compared to its outputs? What alternatives are there? 

3. Was the monitoring system designed efficiently to meet the needs and requirements of 
the project? 

Impact 

The evaluation should assess the positive and negative changes produced by the project—
intended and unintended, direct and indirect, as well as any changes in the social and economic 
environment in the country—as reported by respondents. Specifically, it should address: 

1. What appears to be the project’s impact, if any, on individual beneficiaries (children, 
parents, teachers, etc.)? 

2. Assess the impact, to the extent possible, of project activities/strategies on education 
quality (both formal and non-formal interventions). How has the education quality 
improvement component been received by the government and the communities? 

3. What appears to be the project’s impact, if any, on partners or other organizations 
working on child labor in the country (NGOs, community groups, schools, national child 
labor committee, etc.)? 

4. What appears to be the project’s impact, if any, on government and policy structures in 
terms of system-wide change on education and child labor issues? Specifically, assess the 
impact of the project’s “output 4” strategy to build capacity of regional governments, 
incorporate child labor into the Construyendo Peru program, and to create a 
Congressional Committee to Combat Child Labor. 

Sustainability 

The evaluation should assess whether the project has taken steps to ensure the continuation of 
project activities after the completion of the program, including sources of funding and 
partnerships with other organizations and/or the government, and identify areas where this may 
be strengthened. Specifically, it should address: 

1. Were the exit strategy and sustainability plan integrated into the project design? Will it 
likely be effective? 
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2. How successful has the project been in leveraging non-project resources? Are there 
prospects for sustainable funding? 

3. What have been the major challenges and successes in maintaining partnerships in 
support of the project, including with other USDOL-funded projects? 

4. What have been the major challenges and opportunities, if any, of maintaining 
coordination with the host country government, particularly the Ministry of Education, 
Ministry of Women and Social Development, and Ministry of Labor, as well as other 
government agencies active in addressing related children’s issues? 

5. What have been the major challenges and opportunities, if any, of implementing 
coordination with the ILO-IPEC? 

6. What have been some of the challenges and opportunities in working with international 
and/or multilateral organizations? 

7. What have been some of the challenges and opportunities in working with other national 
NGOs and/or community-based organizations present in the country? 

8. Will the Fe y Alegría, CHSA, and CEDRO educational services, monitoring systems, and 
other committees/groups and systems created by the project be sustainable? 

9. What lessons can be learned of the project’s accomplishments and weaknesses in terms 
of sustainability of interventions? 

III EVALUATION METHODOLOGY AND TIMEFRAME 

The evaluation methodology will consist of the following activities and approaches: 

A Approach 

The evaluation approach will be primarily qualitative in terms of the data collection methods 
used as the timeframe does not allow for quantitative surveys to be conducted. Quantitative data 
will be drawn from project reports to the extent that it is available and incorporated in the 
analysis. The evaluation approach will be independent in terms of the membership of the 
evaluation team. Project staff and implementing partners will generally only be present in 
meetings with stakeholders, communities and beneficiaries to provide introductions. The 
following additional principles will be applied during the evaluation process: 

1. Methods of data collection and stakeholder perspectives will be triangulated for as many 
as possible of the evaluation questions. 

2. Efforts will be made to include parents’ and children’s voices and beneficiary 
participation generally, using child-sensitive approaches to interviewing children 
following the ILO-IPEC guidelines on research with children on the worst forms of child 
labor (http://www.ilo.org/ipecinfo/product/viewProduct.do?productId=3026) and 
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UNICEF Principles for Ethical Reporting on Children (http://www.unicef.org/media/ 
media_tools_guidelines.html). 

3. Gender and cultural sensitivity will be integrated in the evaluation approach. 

4. Consultations will incorporate a degree of flexibility to maintain a sense of ownership of 
the stakeholders and beneficiaries, allowing additional questions to be posed that are not 
included in the TOR, whilst ensuring that key information requirements are met. 

5. As far as possible, a consistent approach will be followed in each project site, with 
adjustments to the made for the different actors involved and activities conducted and the 
progress of implementation in each locality. 

B Final Evaluation Team 

The evaluation team will consist solely of the international evaluator. One member of the project 
staff may travel with the team to make introductions. This person is not involved in the 
evaluation process. 

The international evaluator is María Elena Garcia. She will be responsible for developing the 
methodology in consultation with ICF Macro and the project staff; directly conducting 
interviews and facilitating other data collection processes; analysis of the evaluation material 
gathered; presenting feedback on the initial findings of the evaluation to the national stakeholder 
meeting and preparing the evaluation report. 

C Data Collection Methodology 

1. Document Review 

• Pre-field visit preparation includes extensive review of relevant documents 

• During fieldwork, documentation will be verified and additional documents may be 
collected 

• Documents may include: 

 Project document and revisions 

 Cooperative Agreement 

 Technical Progress and Status Reports 

 Project-level attestation engagement (audit) 

 Project Logical Frameworks and Monitoring Plans 

 Work plans 

 Correspondence related to Technical Progress Reports 

 Management Procedures and Guidelines 

 Research or other reports undertaken (baseline studies, etc.) 
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 Project files (including school records) as appropriate 

2 Question Matrix 

Before beginning fieldwork, the evaluator will create a question matrix, which outlines the 
source of data from where the evaluator plans to collect information for each TOR question. This 
will help the evaluator make decisions as to how they are going to allocate their time in the field. 
It will also help the evaluator to ensure that they are exploring all possible avenues for data 
triangulation and to clearly note where their evaluation findings are coming from. 

3 Interviews with Stakeholders 

Informational interviews will be held with as many project stakeholders as possible. Depending 
on the circumstances, these meetings will be one-on-one or group interviews. Technically, 
stakeholders are all those who have an interest in a project, for example, as implementers, direct 
and indirect beneficiaries, community leaders, donors, and government officials. Thus, it is 
anticipated that meetings will be held with: 

• ILAB/OCFT Staff 

• Headquarters, Country Director, Project Managers, and Field Staff of Grantee and Partner 
Organizations 

• Government Ministry Officials and Local Government Officials 

• Community leaders, members, and volunteers 

• School teachers, assistants, school directors, education personnel 

• Project beneficiaries (children withdrawn and prevented and their parents) 

• International Organizations, NGOs and multilateral agencies working in the area 

• Other child protection and/or education organizations, committees and experts in the area 

• Labor Reporting Officer at U.S. Embassy and USAID representative 

4 Field Visits 

The evaluator will visit a selection of project sites. The final selection of field sites to be visited 
will be made by the evaluator. Every effort should be made to include some sites where the 
project experienced successes and others that encountered challenges, as well as a good cross 
section of sites across targeted CL sectors. During the visits the evaluator will observe the 
activities and outputs developed by the project. Focus groups with children and parents will be 
held, and interviews will be conducted with representatives from local governments, NGOs, 
community leaders and teachers. 
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D Ethical Considerations and Confidentiality 

The evaluation mission will observe utmost confidentiality related to sensitive information and 
feedback elicited during the individual and group interviews. To mitigate bias during the data 
collection process and ensure a maximum freedom of expression of the implementing partners, 
stakeholders, communities, and beneficiaries, implementing partner staff will generally not be 
present during interviews. However, implementing partner staff may accompany the evaluator to 
make introductions whenever necessary, to facilitate the evaluation process, make respondents 
feel comfortable, and to allow the evaluator to observe the interaction between the implementing 
partner staff and the interviewees. 

E Stakeholder Meeting 

Following the field visits, a stakeholders’ meeting will be conducted by the evaluator that brings 
together a wide range of stakeholders, including the implementing partners and other interested 
parties. The list of participants to be invited will be drafted prior to the evaluator’s visit and 
confirmed in consultation with project staff during fieldwork. 

The meeting will be used to present the major preliminary finding and emerging issues, solicit 
recommendations, and obtain clarification or additional information from stakeholders, including 
those not interviewed earlier. The agenda of the meeting will be determined by the evaluator in 
consultation with project staff. Some specific questions for stakeholders will be prepared to 
guide the discussion and possibly a brief written feedback. 

The agenda is expected to include some of the following items: 

1. Presentation by the evaluator of the preliminary main findings. 

2. Feedback and questions from stakeholders on the findings. 

3. Opportunity for implementing partners not met to present their views on progress and 
challenges in their locality. 

4. Possible SWOT exercise on the project’s performance. 

5. Discussion of recommendations to improve the implementation and ensure sustainability. 
Consideration will be given to the value of distributing a feedback form for participants 
to nominate their “action priorities” for the remainder of the project. 

F Limitations 

Fieldwork for the evaluation will last two weeks, on average, and the evaluator will not have 
enough time to visit all project sites. As a result, the evaluator will not be able to take all sites 
into consideration when formulating their findings. All efforts will be made to ensure that the 
evaluator is visiting a representative sample of sites, including some that have performed well 
and some that have experienced challenges. 
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This is not a formal impact assessment. Findings for the evaluation will be based on information 
collected from background documents and in interviews with stakeholders, project staff, and 
beneficiaries. The accuracy of the evaluation findings will be determined by the integrity of 
information provided to the evaluator from these sources. 

Furthermore, the ability of the evaluator to determine efficiency will be limited by the amount of 
financial data available. A cost-efficiency analysis is not included because it would require 
impact data which is not available. 

G Timetable and Workplan 

The tentative timetable is as follows. Actual dates may be adjusted as needs arise. 

   

  
 

   

 
  

   

   

 
  

   

   

   

   

   

 
 

  

   

   

   

   

   

   

   

   

Activity Responsible Party Proposed Date(s)

Phone interview with USDOL and Grantee 
Staff/Headquarters

ICF Macro, USDOL, Grantee, 
Evaluator

June 2010

Desk Review Evaluator June 2010

Question Matrix and Instruments due to 
ICF Macro/USDOL

Evaluator July 1

Finalize TOR and submit to Grantee and USDOL USDOL/ICF Macro/Evaluator June 25

International Travel July 4

Introductory Meetings with Project Staff and 
National Stakeholders

Evaluator July 5

Field Site Visits Evaluator July 6-16

National Stakeholder Meeting July 19

International Travel July 20

Post-evaluation debrief call with USDOL July 26

Draft report to ICF Macro for QC review Evaluator August 2

Draft report to USDOL & Grantee for 48 hour
review

ICF Macro August 6

Translation of draft report Evaluator August 20

Draft report released to stakeholders ICF Macro August 20

Comments due to ICF Macro USDOL/Grantee & Stakeholders September 3

Report revised and sent to ICF Macro Evaluator September 10

Revised report sent to USDOL ICF Macro September 10

Final approval of report USDOL September 24

Translation of final report Evaluator September 30

Finalization & distribution of report ICF Macro October 21
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IV EXPECTED OUTPUTS/DELIVERABLES 

Ten working days following the evaluator’s return from fieldwork, a first draft evaluation report 
will be submitted to ICF Macro. The report should have the following structure and content: 

I. Table of Contents 
II. List of Acronyms 
III. Executive Summary (providing an overview of the evaluation, summary of main 

findings/lessons learned/good practices, and three key recommendations) 
IV. Evaluation Objectives and Methodology 
V. Project Description 
VI. Relevance 

A. Findings—answering the TOR questions 
B. Lessons Learned/Good Practices 

VII. Effectiveness 
A. Findings—answering the TOR questions 
B. Lessons Learned/Good Practices 

VIII. Efficiency 
A. Findings—answering the TOR questions 
B. Lessons Learned/Good Practices 

IX. Impact 
A. Findings—answering the TOR questions 
B. Lessons Learned/Good Practices 

X. Sustainability 
A. Findings—answering the TOR questions 
B. Lessons Learned/Good Practices 

XI. Recommendations and Conclusions 
A. Key Recommendations—critical for successfully meeting project objectives 
B. Other Recommendations—as needed 

1. Relevance 
2. Effectiveness 
3. Efficiency 
4. Impact 
5. Sustainability 

XII. Annexes—including list of documents reviewed; interviews/meetings/site visits; 
stakeholder workshop agenda and participants; TOR; etc. 
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The total length of the report should be a minimum of 30 pages and a maximum of 45 pages for 
the main report, excluding the executive summary and annexes. 

The first draft of the report will be circulated to OCFT and key stakeholders individually for their 
review. Comments from stakeholders will be consolidated and incorporated into the final reports 
as appropriate, and the evaluator will provide a response to OCFT, in the form of a comment 
matrix, as to why any comments might not have been incorporated. 

While the substantive content of the findings, conclusions, and recommendations of the report 
shall be determined by the evaluator, the report is subject to final approval by ILAB/OCFT in 
terms of whether or not the report meets the conditions of the TOR. 

After returning from fieldwork, the first draft evaluation report is due to ICF Macro on August 2, 
2010, as indicated in the above timetable. A final draft is due one week after receipt of comments 
from ILAB/OCFT and stakeholders and is anticipated to be due on September 10, 2010, as 
indicated in the above timetable. All reports including drafts will be written in English 
and Spanish. 

V EVALUATION MANAGEMENT AND SUPPORT 

ICF Macro has contracted with María Elena Garcia to conduct this evaluation. Dr. Garcia holds a 
PhD in Anthropology and is an Associate Professor at the Jackson School of International 
Studies and the Comparative History of Ideas program at the University of Washington. In the 
fall of 2009, she was part of a team which evaluated the USDOL-funded EI project in Bolivia. 
She has written numerous books and articles on indigenous politics in Latin America. 
Dr. Garcia’s recent research includes studies on education in indigenous populations, including 
field research on the impact of the PROEIB Andes, a project based in Bolivia which promotes 
intercultural bilingual education in Latin America. The contractor/evaluator will work with 
OCFT, ICF Macro, and relevant IYF staff to evaluate this project. 

ICF Macro will provide all logistical and administrative support for their staff and 
sub-contractors, including travel arrangements (e.g., plane and hotel reservations, purchasing 
plane tickets, providing per diem) and all materials needed to provide all deliverables. 
ICF Macro will also be responsible for providing the management and technical oversight 
necessary to ensure consistency of methods and technical standards. 

ICF Macro or its subcontractors should contact Kate Raftery (k.raftery@IYFNet.org or 
410-951-1547) to initiate contact with field staff. The primary point of contact for the project in 
Peru is Walter Twanama (w.twanama@IYFNet.org or 511-446-9977). 

mailto:l.vignoles@IYFNet.org�
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ANNEX B: TERMS OF REFERENCE—CROSS-REFERENCES 

Project Name: Prepárate para la Vida 
Country: Peru 

Final Evaluation Report 
Date: July 2010 

CROSS REFERENCE OF USDOL QUESTIONS IN TOR 
AND ANSWERS IN THE EVALUATION REPORT 

Relevance 

Question in TOR Pages 

1. Does the project design seem to be adequately supporting the five USDOL goals, as 
specified above? If not, which ones are not being supported and why not? 

2. Have the project assumptions been accurate? 

3. What are the main project strategies/activities designed toward meeting objectives in 
withdrawing/preventing children from WFCL? What is the rationale behind using these 
strategies? How relevant were these strategies given the implementing environment? 

4. What are the main obstacles or barriers that the project has identified as important to 
addressing child labor in this country? (i.e., poverty, lack of educational infrastructure, 
lack of demand for education, etc.) Has the project been successful in addressing these 
obstacles? 

5. Is the project design appropriate for the cultural, economic, and political context in 
which it works? 

6. What perceptions of the project do parents, teachers and other community members 
have? Is the project seen as relevant by these stakeholders? 

7. How has the project fit within existing programs to combat child labor and trafficking, 
especially government initiatives? 

8. Does the project work/engage with children from MANTHOC (Movimiento de 
Adolescentes y Niños Trabajadores Hijos de Obreros Cristianos)? If yes, what 
strategies does the project use in its work with these children? If not, why not? 

9. Did the project adjust implementation and/or strategy based on the findings and 
recommendations of the midterm evaluation? 

10. What other major design and/or implementation issues should be brought to the 
attention of the grantee and USDOL? 

11. How successful was the project in reaching its intended target population of children 
engaged in or at risk of entering exploitive child labor? 
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Effectiveness 

Question in TOR Pages 

1. Has the project achieved its targets and objectives as stated in the project document? 
What factors contributed to the success and/or underachievement of each of 
the objectives? 

2. Assess the effectiveness of the “direct action” interventions, including the education 
interventions provided to children (i.e., leveling curriculum, life skills curriculum, 
vocational training and apprenticeship program, psychological services, and formal 
education). Did the provision of these services result in children being 
withdrawn/prevented from exploitive child labor/trafficking and ensure that they were 
involved in relevant educational programs? 

3. Assess the effectiveness of the services in meeting the needs of the target population 
identified in the project document including children prevented and withdrawn from 
labor/trafficking, specifically with regard to the diverse population from which the 
children come. 

4. Assess the effectiveness of the specific models (i.e., the Fe y Alegría, CHSA, and 
CEDRO educational models) on increasing educational opportunities, creating 
community ownership, increasing the capacity of communities, and increasing 
awareness/understanding of the dangers of child labor. 

5. Address the effectiveness of the introduction of a prevention program in a 
school network. 

6. Has the project accurately identified and targeted children engaged in, or at risk of 
working in, the target sectors identified in the project strategy (street and market 
vendors, micro-drug traffickers, other dangerous informal sector work, and sexually 
exploited children in prostitution)? In a larger sense, did they accurately identify the 
worst forms of child labor in the country? 

7. Are there any sector specific lessons learned regarding the types and effectiveness of 
the services provided? 

8. What monitoring systems does the project use for tracking the work status of 
children? Were they feasible and effective? Why or why not? 

9. What are the management strengths, including technical and financial, of this project? 
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Efficiency 

Question in TOR Pages 

1. Is the project cost-efficient? 

2. Were the project strategies efficient in terms of the financial and human resources 
used, as compared to its outputs? What alternatives are there? 

3. Was the monitoring system designed efficiently to meet the needs and requirements 
of the project? 

Impact 

Question in TOR Pages 

1. What appears to be the project’s impact, if any, on individual beneficiaries (children, 
parents, teachers, etc.)? 

2. Assess the impact, to the extent possible, of project activities/strategies on education 
quality (both formal and non-formal interventions). How has the education quality 
improvement component been received by the government and the communities? 

3. What appears to be the project’s impact, if any, on partners or other organizations 
working on child labor in the country (NGOs, community groups, schools, national 
child labor committee, etc.)? 

4. What appears to be the project’s impact, if any, on government and policy structures 
in terms of system-wide change on education and child labor issues? Specifically, 
assess the impact of the project’s “output 4” strategy to build capacity of regional 
governments, incorporate child labor into the Construyendo Peru program, and to 
create a Congressional Committee to Combat Child Labor. 
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Sustainability 

Question in TOR Pages 

1. Were the exit strategy and sustainability plan integrated into the project design? Will 
it likely be effective? 

2. How successful has the project been in leveraging non-project resources? Are there 
prospects for sustainable funding? 

3. What have been the major challenges and successes in maintaining partnerships in 
support of the project, including with other USDOL-funded projects? 

4. What have been the major challenges and opportunities, if any, of maintaining 
coordination with the host country government, particularly the Ministry of 
Education, Ministry of Women and Social Development, and Ministry of Labor, as 
well as other government agencies active in addressing related children’s issues? 

5. What have been the major challenges and opportunities, if any, of implementing 
coordination with the ILO-IPEC? 

6. What have been some of the challenges and opportunities in working with 
international and/or multilateral organizations? 

7. What have been some of the challenges and opportunities in working with other 
national NGOs and/or community-based organizations present in the country? 

8. Will the Fe y Alegría, CHSA, and CEDRO educational services, monitoring systems, 
and other committees/groups and systems created by the project be sustainable? 

9. What lessons can be learned of the project’s accomplishments and weaknesses in 
terms of sustainability of interventions? 
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ANNEX C: LIST OF DOCUMENTS REVIEWED 

PROJECT BACKGROUND DOCUMENTS 

• IYF Cooperative Agreement 

• Macro Report: Children Working in Informal Sector Marketplaces Lima, Peru, January 
12, 2007 

• Final Prepa Project Document, March 28, 2007 

• Prepa Technical Progress Reports and Responses to DOL questions/comments 

 March 2007, September 2007 

 March 2008, September 2008 

 March 2009, September 2009 

 March 2010 

• Midterm Evaluation Report, December 2009 

• IYF Peru Final Report (audit) 

• Project revision Oct 21 (2009) 

• Project revision approval-CP 

INTERNAL PROJECT DOCUMENTS 

• Modulo: habilidades para la vida 

• Modulo: sesión educativa, El Trabajo no es Cosa de Niños 

• Diseño Taller de Docentes 

• Rotafolio (diseñado con CPETI and ILO-IPEC) 

• Monitoring and Evaluation Forms 

• Reporte Beneficiarios de CEDRO, CHSA, y Fe y Alegria 
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ANNEX G: PROJECT GOAL ACHIEVEMENT 
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